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ABSTRACT
The significance of the role of employee engagement in organisations has been reported and
discussed extensively in the practitioner and academic literature. Academic studies conducted
across different contexts have examined various antecedents of employee engagement, and
the influence these antecedents have on employee engagement and organisational
productivity. Although leadership and meaningful work have been highlighted in the
practitioner literature as factors that have a significant influence on employee engagement,
little attention has been devoted to linking employee engagement with transformational
leadership, meaningful work and job related outcomes. The purpose of my thesis is to address
this gap by developing and testing a model on employee engagement to examine the
influence of transformational leadership on employee engagement through meaningful work,
and identify the resulting impact on job outcomes.
Specifically, the proposed model examined the direct impact of transformational leadership
on followers’ engagement at work and the mediating role of employees’ experiences of
meaningful work between transformational leadership and employee engagement. The model
also determined the indirect impact of transformational leadership on two job related
followers’ attitudes: general job satisfaction and intention to quit by integrating sequential
mediating mechanisms of employees’ perceptions toward the job (i.e., the experience of
meaningful work) and employees’ perceptions toward own-self (i.e., employee engagement)
as underlying mechanisms to understand transformational leadership impact in the Australian
context.
Three key industry findings supported the motivation for developing and testing the proposed
model of employee engagement in Australia. First, 80% of losses in Australian companies are
generated from disengaged employees. Second, annual productivity losses to the Australian
economy from disengaged employees amount to billions of dollars. Third, in 2011, nearly
40% of Australian workers seriously considered leaving their organisations and searched for
jobs in the upcoming year, a sharp increase of 25% from 2003 (Mercer, 2011). These figures
for Australia are higher than in other countries. For example, in the USA, only 32% of
employees were planning to leave their jobs in 2011 (compared to 23% in 2005).
The proposed model was tested using a heterogeneous sample of employees working in
various Australian sectors. A web-based survey was electronically mailed to 4200 employees.
A total number of 530 surveys were returned, with an overall response rate of 12.6%.
ii

Participants responded to scales measuring transformational leadership, meaningful work,
employee engagement, general job satisfaction and intention to quit.
Twelve hypotheses were developed to examine the thesis aims. Structural Equation
Modelling technique was used to test the proposed hypotheses. The results of SEM provided
support for twelve hypotheses. The significant findings of the study were threefold. First,
transformational leadership behaviours were positively and significantly related to employee
engagement at work. The results suggested that transformational leadership behaviours
provided a significant and unique influence on employee engagement at work. Second, the
results indicated that experiencing meaningful work partially mediates the effects of
transformational leadership on employee engagement, meaning that a portion of the
transformational leadership impact on employee engagement stemmed from its indirect
impact through employees’ experience of meaningful work. Third, the results support the
hypotheses that meaningful work and employee engagement partially and sequentially
mediate the relationship between transformational leadership on the one hand, and job
satisfaction and intention to quit on the other. Thus the findings suggest that transformational
leadership behaviours are positively related to employees’ experience of meaningful work.
This in turn results in higher feelings of engagement, which are positively associated with
employee feelings of job satisfaction and negatively associated with employees’ intention to
quit the job. Further results of sequential mediation analysis revealed that meaningful work
and employee engagement carry a reasonable amount of mediational effect between
transformational leadership and related outcomes with a higher percentage for meaningful
work.
The reported findings provide valuable insights by corroborating and extending prior
empirical and theoretical research in several ways. First, the study is one of the first reported
studies to test the direct and indirect relationship between transformational leadership and
employee engagement with an Australian sample. Second, it empirically tests an underexplored assumption of transformational leadership theory by examining the role of
experiencing meaningful work in the proposed relationships between transformational
leadership and engagement at work. Third, the proposed model in this thesis is one of the first
to examine what has been referred to as the “black box of transformational leadership
influence” or, how and why transformational leadership influences different job related
outcomes by integrating two different types of mediations (employee perceptions of own-self
and perceptions of the job) in a sequential manner. Fourth, several implications for practice
iii

can be highlighted including designing employee training programs to promote
transformational leadership skills among managers, positioning employee engagement as an
important organisational strategy when re-designing jobs and recruitment processes, and
developing ways to enhance meaningful work during job design through job crafting. In the
concluding section to the thesis, limitations of the study are presented along with useful paths
for future research.
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1
1.1

INTRODUCTION AND OVERVIEW

Introduction

This chapter provides an introduction to the problem of employee engagement, and
introduces the overall purpose and the aims of the thesis. Section 1.2 outlines the relevance of
employee engagement in the current work context. Next, Section 1.3 explains the aims and
motivations of this thesis. Thereafter, Section 1.4 presents the significance and contributions
of achieving the aims of this thesis. The last section of this chapter provides an overview of
the subsequent chapters in this thesis.
1.2

Why employee engagement matters: Introduction to the purpose of the study

The rapidly changing nature of work demands that organisations consider effective ways to
utilise human resources. Effective utilisation of human resources has become a significant
factor for creating and sustaining competitive advantage (Schaufeli & Salanova, 2008). An
important source that has been hailed as an indispensible component in competitive
advantage and superior business performance is employee engagement at work (Bakker &
Leiter, 2010; Shuck & Wollard, 2010).
Employee engagement, referred to as a distinct and unique construct that consists of
cognitive, emotional and behavioural components that are associated with individual role
performance (Saks, 2006, p. 602) has received growing attention from both practitioners and
academics. Practitioners’ studies have reported that several organisations and firms support
the fact that employee engagement leverages positive outcomes at the individual
(Blessingwhite, 2008; Gallup, 2009) and group level (Harter, Schmidt & Hayes, 2002;
Harter, Schmidt, Asplund, Killham & Agrawal, 2010). More precisely, the Towers Perrin
report (2007-2008) estimated that 84% of engaged employees believed that they could affect
the quality of products compared with only 31% of their disengaged employees. 59% of
highly engaged employees were found to have an intention to stay with the same
organisation, compared with only 24% of disengaged employees. Similarly, among 90,000
employees, Towers Perrin (2007-2008) reported that engaged employees contributed to better
organisational financial performance, recording a 5.57% higher operating margin and 3.44%
higher net profit margin than their disengaged colleagues. This study also found that
companies with highly engaged employees were likely to increase organisational operating
income by 19%, and increase their earnings per share by 28% year to year. Furthermore,
1

based on data from the management consulting firm International Survey Research’s (ISR)
(2006) findings from 41 companies among 10 geographical markets, engaged employees
made a significant difference to organisations’ abilities to compete effectively, and helped
enhance meaningful business-unit performance by influencing several outcomes (Wellins,
Bernthal & Phelps, 2005). These outcomes included lower turnover, lower absenteeism,
higher employee loyalty and higher customer satisfaction. At the organisational level, Harter
and his colleagues (2002; 2010) found similar results. Employee engagement was linked to
several related outcomes at the organisational level, such as organisational performance.
More industry evidence on the relationship between employee engagement and individual
and organisational-based outcomes is provided in Chapter 2.
Recent academic research has reflected a high level of interest in employee engagement
(Kahn, 1990; Schaufeli, Salanova, Gonzalez-Roma & Bakker, 2002; Saks, 2006; Chalofsky
& Krishna, 2009; Christian, Garza & Slaughter, 2011; Schaufeli & Salanova, 2011; Wefald,
Reichard & Serrano, 2011). This growing interest was largely prompted by calls to
concentrate on the positive aspects of employees – those that relate to human strengths,
optimal functioning and well-being – as opposed to the negative terms which exclusively
concentrate on human negative states, weaknesses and malfunctioning terms (Diener, Suh,
Lucas & Smith, 1999; Bakker & Schaufeli, 2008; Bakker, 2009). Academic researchers have
agreed that engaged employees often display a deep, positive emotional connection with their
work, show energy and are likely to exert extra effort to achieve desirable accomplishments
(Schaufeli et al., 2002; Bakker, 2009; Shuck, Reio & Rocco, 2011). Therefore, employee
engagement is classified as one of the strongest predictors of organisational success for
individual and organisational level outcomes (Wah, 1999). This interest from both
practitioners and academics is concerned with an organisational ability to produce the
positive traits of engaged employees, and to channel these synergies to obtain better
individual, group and organisational performance.
Although there is consensus between practitioners and academics regarding the importance of
engaged employees, some global reports published in 2009 (BlessingWhite, Towers Perrin
and Gallup) provided a contradictory picture. These reports showed that globally, only onefifth of employees were engaged in their work, and that the engagement levels were steadily
declining and costing countries greatly in lost productivity (e.g., US$300 billion annually in
USA, approximately US$94.5-103.4 billion annually in UK, and over US$232 billion
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annually in Japan) (Gallup, 2009). In Australia, the situation is not better. Recent estimates
showed that disengagement among employees has increased to more than 82%, costing the
Australian economy between US$37.5-47.2 billion annually in productivity losses (Gallup,
2009). This finding is also supported by Towers Perrin report (2007-2008) indicating that
80% of losses in any company are generated from disengaged employees.
Given these figures and the importance of employee engagement, it is essential that
organisations are aware of the strategies necessary to reduce disengagement in the workplace.
Such strategies are best identified through academic, evidence-based research (Serrano &
Reichard, 2011). Some academic studies have provided excellent explanations of key
variables affecting employee engagement (Schaufeli et al., 2002; Saks, 2006). However,
recent research has encouraged scholars to look for alternative key variables to increase and
sustain engagement levels on a continuous basis (Batista-Taran, Shuck, Gutierrez & Baralt,
2009). Recently, Attridge (2009b) showed that organisations are not examining the
conditions of employee engagement, which could influence their ability to adopt specific key
factors to remedy the problem. There should be an attempt to expand the literature on
employee engagement by identifying and integrating it with new key leverage factors; this
could boost employee engagement, reduce the detrimental influences of disengaged
employees, and in turn help to achieve positive performance outcomes. However this work
must be conducted from an academic basis (see Bakker, Albrecht & Leiter, 2011a; Shuck et
al., 2011).
The literature on employee engagement has been mainly concerned with aspects such as: the
contributing role of employee engagement at the organisational and individual levels; the
decline of employee engagement and the increased costs of disengaged employees (Gallup,
2009); and the need for more research since there is no ‘one size fits all’ model of employee
engagement (Saks, 2006). These and other issues that have been addressed in the existing
employee engagement literature (such as disjointed definitions) will be reviewed in Chapter
2.
In summary, despite the potential to shed light on some aspects of employee engagement at
work, the research on employee engagement is still in an embroynic stage (Bakker et al.,
2011a). Although employee engagement has been related to potential consequences, studies
that explore the predictors and outcomes of employee engagement in the workplace are
needed. The purpose of this thesis is to bridge certain gaps in the extant literature by
3

developing and extending the understanding of employee engagement, its antecedents and
consequences from the viewpoint of employees. This model will examine several key
antecedents and outcomes related to employee engagement that have either not been
addressed in the literature or have been identified in previous research as requiring further
attention. Importantly, this overall model is likely to provide organisations with key
leveraging points to increase levels of employee engagement and thereby derive desirable
work related outcomes.
1.3

Aims and motivations of the thesis

To develop the proposed evidence-based model, this thesis has limited its focus to specific
key variables to employee engagement. The selection of each variable is justified by specific
motivations. Overall, this model is developed with the intention of achieving three aims:
1. To empirically examine the nature of the relationship between transformational
leadership behaviours and employee engagement in a sample of Australian
employees;
2. To evaluate and then test the role of employees’ experiences of meaningful work
as a possible psychological mechanism or process in explaining the indirect nature
of relationship between transformational leadership and employee engagement;
and
3. To develop and test a sequential mediating model in which meaningful work and
employee engagement could explain the relationship between transformational
leadership and work related outcomes, namely job satisfaction and intention to quit
the job.
1.3.1 The first aim
It has been argued that supervisor/manager leadership style is one of the most significant
antecedents that influences employee engagement (Kahn, 1990; Ketter, 2008; Schaufeli &
Bakker, 2010; Bakker et al., 2011a). However, there is surprisingly limited empirical
research that explains how a specific leadership style (e.g., situational, behavioural,
transformational, transactional etc.) influences employee engagement. Serrano and Reichard
(2011) supported this claim and argued that understanding the role of a particular leadership
style in employee engagement would be useful to fully understand the extent of the impact of
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the behaviours exhibited in each approach, and how they can be harnessed. This thesis has
selected transformational leadership style as a key variable for employee engagement, as part
of the overall model. Transformational leadership was selected over other leadership styles
because it is the most cited and researched leadership style in the leadership literature (Judge
& Piccolo, 2004). Further details supporting the selection of transformational leadership are
presented in Chapter 3.
Therefore, the first aim of this thesis is to empirically examine the nature of the relationship
between transformational leadership and employee engagement in a sample of Australian
employees.
1.3.2 Motivation for the first aim
The motivation to examine the direct relationship between transformational leadership and
employee engagement is twofold: firstly, to address calls made in the academic literature for
further research; and secondly, the importance of these concepts to businesses as confirmed
by the findings in several consultancy firm reports.
Despite the fact that only a limited number of researchers have supported the relationship
between transformational leadership and employee engagement, these researchers agree that
this relationship requires further investigation in various contexts (Zhu, Avolio &
Walumbwa, 2009; Tims, Bakker & Xanthopoulou, 2011). For example, studies in the
leadership area have argued that the role of transformational leadership in affecting
followers’ attitudes and behaviours might vary significantly in diverse cultural contexts
(Walumbwa, Lawler, Avolio, Wang & Shi, 2005a). Examining this relationship in the
Australian context would offer a unique viewpoint. Due to the high percentage of migrants
from diverse backgrounds and cultures, employees in Australia can be classified as holding
numerous values and norms. This thesis, therefore, presents a unique context whereby the
diversity of the community in a workplace could offer further understanding of a leadership
style on employee engagement. Thus, empirically testing this relationship among a sample of
Australian employees responds to calls to examine the direct relationship between
transformational leadership style and employee engagement in different cultures and
contexts.
Another important

motivation behind

exploring the direct

relationship between

transformational leadership and employee engagement in Australia is because of the low
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level of employee engagement in the country. According to the BlessingWhite (2008) report,
74% of employees reported that being recognised by their direct manager/supervisor was the
most important factor for being engaged. Tasker (2004) showed that in USA, poorly skilled
managers are seen as the biggest barrier to employee engagement. In fact, the consultancy
firm Accenture found that in UK, 80% of the variation in employee engagement levels
resulted from ineffective behaviours or lack of critical skills of managers to engage
employees. In Australia, the scenario is quite similar. Results from Hewitt Association
showed that one of the trends of high disengagement rates in Australia was linked to 50% of
Australian employees feeling that their direct supervisor did not value them (Bennett & Bell,
2004). Hence, testing the relationship between managers’ leadership behaviours and
employee engagement might provide organisations with logical explanations for these
abysmal employee engagement figures.
In summary, based on these motivations, it was found that the relationship between
managers’ transformational leadership behaviours and employee engagement has not been
adequately studied in the Australian context. This thesis is likely to fill an important
knowledge gap in the area. Therefore, testing the hypothesised direct relationship between
transformational leadership and employee engagement is proposed as a first step in
developing the overall model.
1.3.3 The second aim
In articulating the nature of the direct relationship between transformational leadership and
employee engagement, this thesis aims to extend the understanding of the direct relationship.
This will be carried out by proposing theoretical explanations and presenting empirical
evidence on the role of employees’ experiences of meaningful work (as a possible
psychological

mechanism)

in

explaining

(mediating)

the

relationship

between

transformational leadership and employee engagement.
1.3.4 Motivation for the second aim
While there is some evidence in the literature to suggest a link between transformational
leadership style and employee engagement (Salanova, Lorente, Chambel & Martı´Nez,
2011), more needs to be known about the way that transformational leadership influences
employee engagement at work (Bakker, 2011, p. 269). Tims et al. (2011) claim that the direct
relationship between transformational leadership and employee engagement has not been
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adequately tested. Other researchers recommend further exploration of the relationship by
using variables that could directly or indirectly impact on engagement that have previously
not been investigated (Zhu et al., 2009, p. 612). The need to study the nature of the
relationship between transformational leadership and employee engagement has led to several
conceptual articles on issues surrounding engagement. Bakker et al. (2011a) suggested that
the relationship between transformational leadership and employee engagement can have
different intensities under different conditions. They argued that a direct relationship is not
simple, and can result from helping employees to experience meaningful work1 (Bakker et
al., 2011a). No published empirical study to date has shown whether this relationship can be
mediated by employee experiences of meaningful work.
Sivanathan et al. (2004) proposed four psychological mediating mechanisms through which
transformational leadership can affect employees’ well-being: employees’ self-efficacy;
employees’ trust in management; employees’ perceptions of meaning derived from work; and
employees’ way of identifying with their work and their leader. Particularly, employees’
perceptions of meaningful work have been an important element for explaining
transformational leadership effectiveness (Sivanathan et al., 2004; Purvanova, Bono &
Dzieweczynski, 2006; Arnold, Turner, Barling, Kelloway & Mckee, 2007; Nielsen, Yarker,
Brenner, Randall & Borg, 2008b). In this thesis, the selection of meaningful work as a
hypothesised mediating mechanism has been based on three assumptions:


Individuals have a strong motive to look for meaning in their work (Frankl, Lasch
& Kushner, 2006). In recent years, more people have chosen to search for meaning
in their work than in any other domains in life, given that most of these individuals
spend half of their life at work (Wrzesniewski, 2003).



Transformational leaders affect followers through their ability to create meaning in
work (Shamir, House & Arthur, 1993; Kark & Shamir, 2002).



Serrano and Reichard (2011) suggested that one significant way for managers to
influence employee engagement is through the design of a meaningful and
motivating work environment (p. 180).

1

In this thesis, meaning in work and meaningful work is used interchangeably (see section
4.4).
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With respect to all of these assumptions, few studies have investigated the relationship
between transformational leadership and employee engagement through meaningful work.
An additional rationale for choosing meaningful work is the important changes that have
occurred in the nature of the workplace. These changes have influenced the methods adopted
by contemporary organisations. The major transformations that have occurred during the last
10 years such as demographic changes, globalisation and technological innovation have
affected employees’ behaviours and perceptions toward their own work. In this regard, Rosso
et al. (2010) indicated that researchers must be more definite about their perception of
meaningful work because past approaches to study and generate meaningful work may no
longer be appropriate with these recent changes. By providing empirical evidence on the
mediating role of meaning in work, this thesis responds to Scroggins’ (2008) claim in the
organisational behaviour literature that more research on this topic is required. Thus, the
model proposed in this thesis will be expanded by developing an understanding how
transformational leadership can create meaning in work and as a result influence employees’
attributes of engagement at work.
1.3.5 The third aim
The final aim is to empirically test the proposition that transformational leadership is related
to followers’ experiences of meaningful work. This in turn is related to employee
engagement, which has been found to generate higher job satisfaction and lower intention to
quit the job. Therefore, this thesis further examines the links between transformational
leadership and selected job related outcomes (job satisfaction and intention to quit the job) by
theoretically justifying and empirically explaining whether employees’ experiences of
meaningful work that relate to employee engagement sequentially mediate this relationship.
1.3.6 Motivation for the third aim
Motivation for the third aim of this thesis arose from the employee engagement literature and
transformational leadership literature. Results from previous studies reported that employee
engagement positively relates to several job related outcomes (Harter et al., 2002; Harter et
al., 2010). The thesis examines previous calls, and claims that transformational leadership
may help in increasing job related outcomes by introducing employee engagement as a
hypothesised mediating variable. Most of the empirical and conceptual studies that
highlighted the relationship between transformational leadership and employee engagement
8

argued that future studies should continue to test the nature of this relationship (Zhu et al.,
2009; Bakker et al., 2011a; Salanova et al., 2011; Tims et al., 2011). However, they
encouraged further research to broaden this relationship and explore the direct role of
employee engagement in explaining the relationship between transformational leadership and
work performance outcomes. For instance, Tims et al. (2011) argued that future studies are
needed to provide evidence to link this relationship with performance outcomes and that
employee engagement can have an important mediating role (Schaufeli et al., 2002; Saks,
2006). However, to the best of my knowledge, it is believed that this is the first thesis to test
the role of employee engagement as a mediator between transformational leadership on one
hand and job satisfaction and intention to quit on the other. Detailed justifications for these
proposed relationships are presented in Chapter 5.
In the past two decades, transformational leadership theory has become one of the most
empirically tested and researched leadership styles in various organisational settings across
different cultures. A review including a meta-analysis Lowe et al. (1996) and Judge and
Piccolo (2004) revealed that leaders who exhibit transformational leadership behaviours are
likely to be more productive and effective in producing positive workplace outcomes for their
followers (Judge & Piccolo, 2004; Walumbwa et al., 2005a; Walumbwa, Orwa, Wang &
Lawler, 2005b).
Researchers have been interested in the influence of transformational leadership on
employees’ positive outcomes (Bass, 1985). Several empirical studies have found that
transformational leadership is positively related to vital indicators of organisational
effectiveness, such as followers’ satisfaction in the job (Walumbwa, Lawler & Avolio, 2007)
and followers’ intention to quit the job (Wells & Peachey, 2011). Although transformational
leadership influences these indicators, studies claim that transformational leaders do not exert
this influence in a simple way (Yukl, 1999). In order to understand the comprehensive picture
of transformational leadership effectiveness, Avolio, Walumbwa and Weber (2009) and Yukl
(2010) argued that the mechanism through which transformational leadership influences
followers needed further investigation.
In response to these calls, many studies have tested several mediating mechanisms through
which transformational leadership takes place (Walumbwa, Wang, Lawler & Shi, 2004;
Castro, Mar & Carlos, 2008; Nielsen et al., 2008b; Wefald et al., 2011). According to Yukl
(1999; 2010) these different processes include:
9



Followers’ attitudes towards leaders such as trust in their leader (Avolio, Zhu, Koh
& Bhatia, 2004; Liu, Siu & Shi, 2010), and relational identification with leaders
(Kark & Shamir, 2002; Walumbwa & Hartnell, 2011);



Followers’ feelings about themselves such as self-efficacy (Pillai & Williams,
2004; Liu et al., 2010), collective efficacy (Walumbwa et al., 2004; Nielsen &
Cleal,

2011),

self-concordance

(Bono

&

Judge,

2003),

psychological

empowerment (Avolio et al., 2004; Castro et al., 2008), and creative identity
(Wang & Zhu, 2011); and


Employee perceptions towards features of the job such as meaningful work
(Piccolo & Colquitt, 2006; Purvanova et al., 2006; Arnold et al., 2007), reflexivity
(Schippers, Hartog, Koopman & Knippenberg, 2011), work climate (Nemanich &
Keller, 2007), perceptions of job characteristics (Nielsen, Randall, Yarker &
Brenner, 2008a; Nielsen et al., 2008b), and beneficiary contact in the job (Grant,
2012).

Despite this increased interest in proposed mediating processes, only a few studies have taken
the initiative to understand how transformational leadership influences job related outcomes
by hypothesising sequential mediating processes. In a recent study, Walumbwa and Hartnell
(2011) argued that few studies have examined whether multiple mediators sequentially
mediate the aforementioned relationships (p. 154). They stated that further investigation is
required to explain the processes through which transformational leadership affects beneficial
job related outcomes such as job satisfaction and intention to quit the job. Integrating this
relationship in more complex forms is significant because it is likely to strengthen the theory
of transformational leadership and increase the opportunity to understand why employees
show high levels of such job related outcomes (Yukl, 1998; 1999; 2010).
Accordingly, the third aim of this thesis is to test a potential sequential mediating model in
which meaningful work and employee engagement could explain the relationship between
transformational leadership and job related outcomes, namely job satisfaction and intention to
quit the job.
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1.4

Potential significance of the thesis

This thesis will contribute theoretically to the literature by addressing specific calls from
previous researchers.
i.

Several researchers have suggested processes through which transformational
leaders influence employees to be engaged. An underestimated and interesting
pathway is the leaders’ ability to design meaningful and motivating work (Serrano
& Reichard, 2011). Bakker et al. (2011a) noted the importance of this concept and
argued that this influence can result from helping employees construe
meaningfulness in their work (p. 14). No empirical support was found to confirm
this suggested pathway. [Aim 2]

ii.

With respect to the effective role of employee engagement in influencing work
outcomes, “[F]urther research should now examine the direct mediating role of
workforce engagement in the relationship between transformational leadership and
followers’ work performance and objective organizational outcomes, such as profit
and return on investment” (Zhu et al., 2009 p. 611). This call was also affirmed in
other more recent studies (Salanova et al., 2011; Tims et al., 2011). [Aim 3]

iii.

Furthermore, despite the findings that employee engagement is related to positive
outcomes, Chalofsky and Krishna (2009) argued that “very little empirical research
exists that explains the processes through which engagement develops” (p. 190).
[Aim 2]

iv.

Due to the outcomes associated with experienced meaningful work, organisational
research scholars are increasingly paying attention to this debatable construct
(Fairlie, 2011a). Scroggins (2008) argued that “[M]ore research must be conducted
to further understand the role of meaningful work in employee perceptions,
attitudes, and behaviors” (p. 77). In another recent review, Rosso et al. (2010)
claimed that more research on the topic of meaning in work is needed in the
organisational behaviour literature since it is “still experiencing its adolescence”
(p. 93). [Aim 2 & Aim 3]

v.

Despite significant progress in understanding how and when transformational
leadership behaviours are more effective, further research is needed that explores

11

the process and boundary conditions for transformational leadership with valuable
work outcomes (Avolio et al., 2009). They also state that “few have paid any
attention to the underlying psychological processes, mechanisms, and conditions
through which charismatic and transformational leaders motivate followers to
higher levels of motivation and performance” (p. 429). [Aim 1 & Aim 3]
vi.

Several studies further recommended that future studies investigate the more
complex

underlying

theoretical

processes

in

the

relationship

between

transformational leadership and valuable outcomes (Piccolo & Colquitt, 2006;
Walumbwa & Hartnell, 2011). [Aim 3]
Furthermore, addressing the three aims in one comprehensive model is expected to generate
several managerial contributions such as:
i.

Managers could be made aware of the processes and procedures that can be used
to increase levels of employee engagement and to prevent disengagement in
employees (Batista-Taran et al., 2009; Serrano & Reichard, 2011). Inconsistency
between managers’ behaviours and employees’ expectations has been identified as
one of the main contributors to a disengaged workforce. It is hypothesised that the
analysis of the relationship between transformational leadership and meaningful
work in this thesis might be helpful for organisations to develop appropriate
training programs. Training managers at different levels of the organisation about
transformational leadership behaviours and how to deal with different working
conditions is expected to improve the level of employee engagement and reduce
the number of disengaged employees. This approach would also fit well with and
enhance current organisational approaches, with recent studies showing that
billions of dollars are spent each year to develop leadership skills and behaviours
(Robbins & Judge, 2009). Furthermore, exploring the relationship between such
situational antecedents (i.e., transformational leadership and meaningful work) and
employee engagement from an academic perspective could help organisations to
identify the areas that will contribute to improved organisational performance.

ii.

As previously noted, practitioner reports estimate that the number of disengaged
employees has increased, costing nations billions in productivity losses (Shuck et
al., 2011). The proposed model could help reduce these losses by providing
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decision makers in organisations with new insights into developing training
programs and workshops that involve new ideas to help re-design the context of
work, thereby creating a more engaging work environment.
iii.

The overall model presented in this thesis is significant because it is the first to
focus on the Australian context. A report released in September 2011 by Mercer, a
global HR consulting firm, which reviewed workers in 17 countries (including
1000 workers in Australia), found that despite Australian workers being generally
satisfied, many still planned to leave their job. Nearly four in ten (40%) Australian
workers were seriously considering leaving their organisation and searching for a
new job in the upcoming year (Mercer, 2011). This was a sharp increase from 25%
of Australian workers feeling this way when the study was last conducted in 2003.
The figures are notably higher than other countries like the USA, where only 32%
of employees were planning to leave their job in 2011 (23% in 2005). Based on
these figures, the model proposed in this thesis could provide organisations with
effective staff retention strategies by helping to identify some key factors to
influence positive change. In addition, this model develops important interventions
and approaches that help in facilitating the role of engaged workers in the
organisational culture, which relates to turnover intentions.

In summary, the model developed and tested in this thesis hypothesising the relationships
between transformational leadership, meaningful work, employee engagement, job
satisfaction and intention to quit could provide contributions for theoretical and practical
research alike. These contributions will be mainly concerned with employee engagement
antecedents and related outcomes.
1.5

Structure of the thesis

The thesis is organised into 8 chapters. This chapter has outlined the purpose of the thesis. It
presented a background to employee engagement and introduced the aims, motivations and
contributions of this thesis.
Chapter 2 presents several gaps in the engagement literature and provides a review of the
relevant literature on employee engagement. It examines some of main issues that have
appeared in employee engagement literature, such as various definitions and measures, and
whether the concept of employee engagement is new or just a repackaged version of other
13

older terms such as job satisfaction. The chapter also provides background and support for
this thesis; in particular it aims to review some areas that have been investigated in the
literature and to identify other potential gaps that represent the basic motivation behind this
thesis.
Chapter 3 provides background of leadership styles, information about the transformational
leadership model in the work of Bass (1985), the conceptualisation of transformational
leadership, and the main underlying components. The chapter highlights the rationale for
selecting the transformational leadership style as a potential leadership style to influence
employee engagement. Finally, it presents the theoretical and empirical evidence that justify
the role of transformational leadership in employee engagement at work. [Aim 1]
Chapter 4 discusses the concept of meaningful work, its importance and the key reasons for
conceptual ambiguity. It outlines dominant theoretical frameworks of meaningful work and
how researchers have applied them in empirical studies. The chapter presents the common
features found in meaningful work research to advance the understanding of meaningful work
that situates the aims of this thesis. It reviews the theoretical rationale and empirical evidence
that justify the role of meaningful work in explaining the relationship between
transformational leadership and employee engagement. [Aim 2]
Chapter 5 outlines the terms job satisfaction and intention to quit the job and their
relationships with the variables of interest in this thesis. This chapter concludes by proposing
the theoretical rationale that will help in addressing the third aim of this thesis. [Aim 3]
Chapter 6 illustrates the hypothesised model, and formulates testable hypotheses. These
hypotheses are divided into two sets: hypotheses indicate direct relationships (direct
hypotheses) and other hypotheses that indicate indirect relationships (indirect hypotheses). It
outlines the research methods used to meet the aims of the thesis. It clarifies the research
design, the population and sample, and the measurement instruments with their psychometric
prosperities. It then outlines the ethical considerations for data collection and the data
analysis procedures.
Chapter 7 includes a comprehensive explanation of Structural Equation Modelling and a
discussion of the steps and stages of applications of SEM. It then explains the tests of the
proposed hypotheses and the results of the aims.
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Chapter 8 provides a discussion and interpretation of the results found in Chapter 7. It
presents the theoretical contributions and practical implications of the thesis, the limitations
in applying its results and suggestions for future research.
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2
2.1

OVERVIEW OF EMPLOYEE ENGAGEMENT AT WORK

Introduction

As highlighted in Chapter 1, the main purpose of this thesis was to develop and test an
evidence-based model for employee engagement. However, because employee engagement is
a relatively new term, it would be impractical to justify this model without clarifying
conceptual issues surrounding employee engagement. The need to address these issues has
been increasingly highlighted in the literature (see, Macleod & Clarke, 2009), with the claim
made that researchers must provide greater clarity for the construct of employee engagement,
or abandon use of the term. It has also been noted in the literature that practitioners’ interest
in employee engagement differs significantly from that indicated in academic research
(Bakker, Schaufeli, Leiter & Taris, 2008). Macey and Schneider’s (2008b) work claimed that
employee engagement is a faddish concept and no more than a repacking version of other
older and more familiar concepts. Hence, this chapter discusses the key issues that have
contributed to the conceptual ambiguity surrounding employee engagement.
This review is presented in three sections. Section 2.2 explains how employee engagement
came to be significant and to have such high prominence within the area of study. Section 2.3
reviews the definition of employee engagement, addressing the diverse conflicts that appear
between practitioners’ approaches (i.e., non-academic) and academic models of employee
engagement. Section 2.4 provides an overview of the validity and stability of the concept by
considering whether it is an independent term that holds unique characteristics or simply a
repackaged version of other well defined constructs, based on the literature. Lastly, Section
2.5 provides a summary of the chapter. This review is noteworthy because it advances the
functional understanding of employee engagement; this in turn is expected to inform the
development of the proposed model.
2.2

Increasing interests in employee engagement – practitioner and academic
perspectives

Employee engagement is an important concept that has attracted attention from both
practitioners and researchers. With respect to the different perspectives between these
approaches, a review of the employee engagement academic literature revealed that the
presence of engaged employees will increase the market value of any organisation (Attridge,
2009b; Simpson, 2009). Employee engagement can create significant benefits for employees
16

and organisations alike. Within the practitioner and consultant literature, there has also been
growing evidence to support the significant role of engaged employees. Table 2.1 illustrates
noteworthy results showing both measurable and perceived impacts of employee engagement
identified in various practitioner studies conducted in recent years.
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Table 2.1: Practitioner studies on the influence of employee engagement
Practitioners

Year

Sample

Organisational and individual results of engaged employees

Development Dimensions

2005

200 organisations



International Organisation

Employees with high engagement were more satisfied with their overall job and more capable
of achieving organisational outcomes, compared with disengaged employees.



cited in Wellins et al.
(2005)

In teams with high engagement, the percentage of absenteeism was only 4.8%, and turnover
reduced to 4.1%.



Highly engaged employees achieved an average of 99% of their goals compared with only 91%
for disengaged employees.

Towers Perrin cited in

2005

N/A



Attridge (2009a)

84% of engaged employees believed that they could affect the quality of the products compared
with only 31% of their disengaged colleagues.



59% of highly engaged employees planned to stay with the same organisation, compared with
only 24% of their disengaged colleagues.



72% of engaged employees believed that they could positively influence customer service
compared with only 24% of their disengaged employees.
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Towers Perrin report (2007-

2007-

40 global

2008)

2008

companies/
90,000 employees



There was a positive relationship between employee engagement and sales growth, lower costs
of goods sold, customer focus and reduced turnover.



Highly engaged employees turned in better financial performance (5.57% difference in
operating margin and 3.44% difference in net profit margin) than their disengaged colleagues.



Companies with high employee engagement had a 19% increase in operating income and
almost 28% growth in earnings per share. Conversely, companies with low levels of
engagement experienced a 32% drop in operating income and an 11% decline in earnings per
share.



ISR Consulting Firm cited

2004

41 companies in

in Wellins et al. (2005)

and

10 geographical

operating margin and a 2.06% increase in net profit margin, compared with only a 2.1%

2006

markets

increase in operating margin and a 1.36% decrease in net profit margin for organisations with

Companies with high levels of employee engagement experienced a 3.75% increase in

low levels of employee engagement.



Companies with high levels of employee engagement experienced a 19.2% increase in
operating income.



Companies with highly engaged employees improved their competitive advantage through the
influence of several positive outcomes such as lower turnover, lower absenteeism, higher
loyalty and higher customer satisfaction.

Melcrum Publishing (2008)

BlessingWhite (2008)

2005

2008

UK over 1000



50% reported improvement in customer retention and satisfaction

HR practitioners



One third reported improvement in sample productivity

7508 employees



A strong relationship between employee engagement and retention was identified. 80% of

from Asia Pacific

engaged employees planned to stay with the same organisation, compared with only 22-41% of

countries

their disengaged colleagues.
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Similarly, employee engagement has received considerable research interest in academic
research in relation to its role in influencing several bottom line outcomes. Academic
researchers have found similar results to those in the practitioners’ studies. For instance,
researchers found that a high level of employee engagement is linked to individual and
organisational outcomes such as reduced turnover intentions (Schaufeli & Bakker, 2004;
Mendes & Stander, 2011), increased organisational commitment (Saks, 2006), increased job
satisfaction (Wefald et al., 2011), improved employee performance (Rich, Lepine &
Crawford, 2010; Christian et al., 2011), additional extra-role behaviour (Schaufeli &
Salanova, 2008) and positive organisational citizenship behaviour (Rich et al., 2010).
Recently, researchers have expressed increasingly positive attitudes towards employee
engagement. It is now claimed that organisations should shift their interests to foster
employee engagement, because employee engagement is considered to be one of the best
variables for improving job performance (Saks & Gruman, 2011).
Evidence from both practitioners and academic sources supports the view that a key practical
reason for the growing interest in employee engagement is its relationship with several
valued bottom line outcomes; these outcomes lead to effectiveness and competitive
advantage at all levels of organisations (Wefald & Downey, 2009a; Shuck, 2010; Wefald et
al., 2011). This strong interest in the role of employee engagement has led academic
researchers to consider the nature of employee engagement, and to pose the question: what
are the characteristics of engaged employees that make them a significant part of any
organisation?
Several studies have attempted to explore this question. Their responses distinguished
engaged employees based on four general characteristics. The first characteristic was positive
emotions while working, which can increase productivity (Bakker & Demerouti, 2008;
Wefald et al., 2011). Bakker (2009) explained this idea according to the broaden-and-build
theory (Fredrickson, 1998), which suggests that when individuals experiences positive
emotions (for example, feelings of happiness, joy, interest, contentment and enthusiasm),
they can broaden the awareness regarding behavioural options and thus, over time, build
more thought-action repertoires. This then increases the individuals personal resources (i.e.,
physical, intellectual, social and psychological resources) (Fredrickson, 1998). From the
employee engagement perspective, Bakker (2009) advocated widening personal resources,
which lead engaged employees to perform better and be more productive than others who
lack these resources. The second characteristic that engaged employees display is good
20

health, which implies that engaged employees are able to give more effort in performing their
work and thus are more likely to be productive (Bakker & Demerouti, 2008). The third
characteristic is that engaged employees satisfy their basic human needs, and are then more
able to create personal resources (e.g., self-efficacy) and job resources (e.g., performance
feedback) that provide greater opportunities to perform better and to be more productive
(Schaufeli, Taris & Rhenen, 2008; Bakker, 2009). Finally, as the combined efforts of
employees affect overall organisational performance, it has been found that engaged
employees exhibit the characteristic of transferring positive emotions from themselves to
other employees (Bakker, Shimazu, Demerouti, Shimada & Kawakami, 2011b). Evidence
from recent studies have shown that employees have the ability to transfer their feelings of
engagement to colleagues; which in turn leads to better organisational performance (Bakker,
Demerouti & Schaufeli, 2005; Bakker & Demerouti, 2008). Employees who exhibit these
four charctertics are a very important source for influencing bottom line outcomes in
organisations.
Academically, the interest in employee engagement did not arise only from its impact on
bottom line outcomes or from a desire to understand the nature of engaged employees. It was
also spurred on by numerous calls for more research on the positive psychological states of
employees (Schaufeli et al., 2002; Bakker & Schaufeli, 2008; Halbesleben & Wheeler, 2008).
Previous studies on the behaviours and attitudes of employees had focused on negative
psychological states (such as burnout) rather than employees’ positive psychological states
(such as engagement). Positive psychology is a relatively new area of psychology that
focuses on the importance of human strengths, optimal functioning and well-being, as
opposed to human negative states, weaknesses and malfunctioning (Seligman &
Csikszentmihalyi, 2000). A review by Schaufeli and Bakker (2003) showed that 95% of the
articles published in the ‘Journal of Occupational Health Psychology’ during 2003 dealt with
negative states of employees’ health and solely focused on their weaknesses. Furthermore, for
each positive psychology study about human behaviours, there were 17 studies conducted on
negative psychological states (Diener et al., 1999). Repeated calls for greater testing of areas
associated with positive psychology increased the interest in studying employee engagement
from an academic perspective.
Regardless of the source of interest in employee engagement, it should be noted that the term
has been given significant attention and treated seriously in both practitioner and academic
research. This increasing interest in employee engagement, and particularly in defining and
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assessing employee engagement, may reflect the large discrepancies between the academic
models and the practitioner and consultancy firm research (e.g., Gallup and Towers Perrin)
(e.g., Kahn, 1990; Maslach, Schaufeli & Leiter, 2001; Schaufeli et al., 2002; Macey &
Schneider, 2008b). Therefore, it is natural to find various debates, perspectives and measures
related to employee engagement from both practitioners and academics. This is evident in
Bakker and Schaufeli (2008) who noted that “there is a large discrepancy between corporate
interest in employee engagement and academic research and writing” (p. 151). The lack of
congruence between practitioners and academic sources has affected the development of the
term employee engagement and its construct stability (Wefald & Downey, 2009b; Zigarmi et
al., 2009).
The next section reviews several diverse conceptualisations of employee engagement
presented in the research by several practitioners’ and in different academic models.
2.3

Approaches to defining employee engagement

This section is organised into four sub-sections. Section 2.3.1 reviews practitioners’ and
consultancy firms’ approaches to employee engagement. Section 2.3.2 reviews the academic
models for conceptualising employee engagement. Section 2.3.3 highlights the differences
between practitioner and academic approaches. This section also presents the drawbacks in
practitioners’ approaches and justifies why they will not be used in this thesis. Section 2.3.4
presents the common features and discrepancies between academic models. It justifies the
reasons for selecting Schaufeli et al.’s (2002) Three-factor model of engagement as a base for
achieving the aims of thesis.
2.3.1 Practitioner and consultancy firm approaches to defining employee engagement
Historically, most of the practitioners’ and consultancy firms’ approaches to defining
employee engagement have been built on research conducted over 30 years ago by the Gallup
organisation. Gallup began the study of engagement by assessing the work conditions that
were relevant to the enhancement of employee engagement, and studying the relationship
between employee engagement and organisational profitability (Shuck & Wollard, 2010).
This was one of the most basic approaches for studying employee engagement and it attracted
interest from other practitioners such as the Corporate Leadership Council, Hewitt
Association, Melcrum, Blessing White and the Chartered Institute of Personnel and
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Development. The Gallup approach has been used by these practitioners as the basis for
building their own published models of employee engagement (Harter et al., 2002).
The role of consulting firms and practitioners in developing an understanding of employee
engagement should not be underestimated. However, the range of approaches proposed has
created conflict in the definition and measurement of employee engagement among
practitioners (Christian et al., 2011). Richman (2006) argued that this lack of consensus was
related to consulting firms’ interest in producing commercial ideas that aimed to enhance
organisational productivity and performance of their clients. Others, like Zigarmi et al.
(2009), argued that these organisations add special characteristics to the term itself in an
attempt to convince clients to choose their ideas and measures. MacLeod and Clarke (2009)
found that this lack of consensus might also be due to the inherent variations in organisations
in different industries and of different sizes, each of which needs to find their own definition
for employee engagement. All these factors are likely to have contributed to the existence of
more than fifty different definitions of the term in the employee engagement research
(Macleod & Clarke, 2009).
A sample of various definitions presented in literature written by practitioners and
consultancy follow. These definitions are followed by further criticisms of practitioners’
approaches to employee engagement.


MacLeod and Clarke (2009): suggested “it is most helpful to see employee engagement
as a workplace approach designed to ensure that employees are committed to their
organisation’s goals and values, motivated to contribute to organisational success, and are
able at the same time to enhance their own sense of well-being” (p. 9). They saw the
concept as combining “a blend of job satisfaction, organizational commitment, job
involvement and feelings of empowerment. It is a concept that is greater than the sum of
its parts” (p. 9).



Hewitt Association Research Brief (2004): referred to engaged employees as those who
are emotionally and intellectually committed to the organisation or group. Hewitt
Association suggested three key measures that engaged employees consistently
demonstrated (stay, say and strive). If an employee speaks positively about the employer
(say), has the intense desire to continue working with organisation (stay), and goes
beyond what is required for the sake of the organisation’s success (strive), then the
employee is exhibiting the characteristics of an engaged employee (p. 2).
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Macey (2006) cited in (Kaufman, Mead, Rauzi & Deville, 2007): defined engaged
employees as those who go above and beyond the call of duty by being committed and
showing pride.



Richman (2006): equated employee engagement with employee commitment and defined
it more generally as a “research-based cluster of employee attitudes and behaviors that
can be measured and has been shown to make a difference to business results”. He added
that “engagement is something that organisations either foster or undermine. It is more
influenced by management practices and features of the work environment than by
employee demographics or personality” (p. 36).



Roberts and Davenport (2002): defined employee engagement as employees’ enthusiasm
and involvement in their job. They argued that engaged employees are motivated with
their work and identify personally with their job.



Robinson et al. (2004): defined employee engagement as positive attitudes held by the
employee towards the organisation and its values. They described engagement as a twoway relationship between employer and employee (p. 2).



The Towers Perrin (2003) report: stated that engaged employees are affected by two
factors – the work itself and overall work experiences. The rational element covers the
relationship the employee has with the overall organisation, whereas the emotional
component covers the personal satisfaction and the sense of inspiration and affirmation an
employee gets from being an active part of the work environment.



The Gallup organisation: identified three different states of engagement – actively
disengaged, not engaged and engaged. Actively disengaged employees are those
employees who act out their unhappiness about the organisation, interfere with others’
success and undermine what is accomplished by engaged employees. Not engaged
employees are defined as ‘checked out’ or retained employees who lack passion and
energy while working. These employees concentrate on their task rather than the overall
goal, and they usually need to be told what to do. Engaged employees have passion and
feel a profound connection to their work (Gallup, 2009).

Based on the diversity of definitions (a small sample of which is presented above), it has been
argued that practitioners have spent little time validating the term employee engagement.
This has led to various explanations of employee engagement (Little & Little, 2006),
including equating employee engagement with other terms, and a lack of evidence-based
scholarship supporting the identification of numerous factors that are claimed to act as
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antecedents for employee engagement (Wefald & Downey, 2009a; Schaufeli & Bakker,
2010; Shuck & Wollard, 2010; Shuck, 2011). This lack of validation, and hence consistency
in definitions, as well as the impact on the development of employee engagement, are
presented in detail in the next paragraphs.
The majority of definitions equate employee engagement with established and more familiar
terms such as job satisfaction, job involvement and job commitment. Macey (2006) described
engaged employees as those who are committed to and have pride in their work. Similarly,
Hewitt Association’s (2004) definition of engagement linked engagement with commitment
and pride in work. Other practitioners equated employee engagement with the term job
involvement. Roberts and Davenport (2002) described engaged employees as those who are
highly enthusiastic and involved in their job. Some also linked engagement with job
satisfaction (Towers Perrin, 2003). These differences can be considered as one of the reasons
academic researchers claim that practitioners’ definitions of engagement should be viewed
sceptically, since “for most part, they are proprietary and not normally subject to external
variables” (Wefald & Downey, 2009a, p. 142). Indeed, instead of explaining employee
engagement from a solid academic base, practitioners consider their definitions as
commercial tools to be developed in line with their own mission and goals. Furthermore, they
focus on defining the antecedents of engagement rather than focusing on defining the state
and characteristics of engagement itself (Robertson-Smith & Markwick, 2009; Wefald &
Downey, 2009a; Shuck & Wollard, 2010). The lack of consensus of the employee
engagement term was one of the reasons that an evidence-based explanation for employee
engagement has been sought.
A number of issues have been identified in relation to the development of the term employee
engagement in the academic literature: whether engagement is a behaviour or an attitude
(Little & Little, 2006); whether engagement is an individual or organisational term that
requires individual or organisational antecedents (Wollard & Shuck, 2011); and whether
engagement is created by a condition inside or outside the work (Kular, Gatenby, Rees,
Soane & Truss, 2008). Due to these issues, it is extremely difficult to find a dominant model
or framework that delineates a specific set of antecedents and facilitates a robust assessment
of employee engagement (Ferguson & Carstairs, 2005; Lockwood, 2007).
For example, Castellano (2009) reviewed the relevant studies and identified 26 key drivers of
employee engagement that resulted from numerous definitions of employee engagement.
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Most of these studies focused on the conditions and work factors that were assumed to derive
employee engagement before studying engagement itself. In another review, Wollard and
Shuck (2011) summarised 21 key drivers for employee engagement but noted that only 13
antecedents were supported by at least some empirical evidence.
To address the various antecedents of employee engagement that have been identified, many
practitioners and consultancy firms have developed their own models to draw strategies for
managers to enhance levels of engagement. There have been no clear solutions for creating a
model of employee engagement, as every consultancy firm referred to engagement in a
unique way. This was particularly evident in Wollard and Shuck (2011), who argued that
“[D]ifferent organizations will come to create an employee engagement culture in different
ways, using different strategies and methods that are unique to their organization” (pp. 4367). Table 2.2 illustrates a sample of antecedents from which it has been claimed employee
engagement is derived, however there is limited or no empirical evidence to support these
claims.
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Table 2.2: Sample of antecedents of employee engagement among practitioner and consultancy firm literature
Practitioner

Antecedents of employee engagement

Development Dimensions International

Found that there are six key drivers for enhancing employee engagement: align effort with strategy; empowerment;

Organisation cited in Wellins et al.

development plans; support and recognition; teamwork; and collaboration. These drivers are the responsibility of the

(2005)

leader.

Towers Perrin report (2007-2008)

Listed the top five factors that derive engagement: combination of effective and caring leadership; appealing
development opportunities; appealing work; tangible rewards; and intangible rewards.

Wildermuth and Wildermuth (2008)

Listed ten factors that help in creating employee engagement: positive social interactions; integrity; job fit;
empowerment; learning; people who reflect a healthy self-esteem; resilience; flexibility; ability to express the self;
and passion about the job.

Seijts and Crim (2006)

Defined ten factors for leadership, with a focus on the role of leaders in creating engaged employees: communication
with employees; creating meaningful work; facilitating career advancement;

communicating a clear vision;

providing employees with sufficient feedback, praise and recognition; making employees feel that they contribute to
organisational success; making employees feel that they have the ability to control their job; building trust and
cooperation in teams; maintaining company reputation; and creating confidence in the company.
4-consulting (2007)

Provided six major antecedents for enhancing engagement: alignment between employee and organisational values,
products and services; two-way relationship between manager and employee; organisational ability to clearly
communicate the vision, strategy, objectives and values; fulfilling employee potential; encouraging upward
communication; and an immediate line manager/supervisor.
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While organisations desire engaged employees, Table 2.2 demonstrates the difficulties faced
by organisations as they seek to consider numerous antecedents that include factors related to
individuals (e.g., trust, self-esteem, resiliency and flexibility), work (e.g., teamwork,
recognition and rewards), and the organisation (e.g., leadership style, communicating a clear
vision and providing employees with sufficient feedback). There is a lack of empirical
evidence for most of these antecedents, therefore the interpretations and reactions for
improving employee engagement may overlap with those for improving other related terms
such as job involvement, commitment and satisfaction. This overlap further increases the
difficulty of determining the state of knowledge about engagement, which influences the
nature of the term employee engagement (Macey & Schneider, 2008b; Shuck & Wollard,
2010). Furthermore, this diversity in identified antecedents may create an inadequate
understanding of the true nature of employee engagement for researchers, as well as how it
can be assessed and subsequently enhanced (Linsner, 2009). For example, providing
managers with diverse antecedents (individual, work and organisation) that lack empirical
evidence makes them uncertain about which behavioural plan should be developed in a given
situation, as well as the actions to take for engagement development generally.
In summary, these identified shortcomings of practitioners’ approaches have impacted on the
construct validity of employee engagement, with employee engagement presented as simply a
repackaged version of other older and more well known terms. As a result, further study of
employee engagement was required with the purpose of collecting more empirical evidence.
Shuck and Wollard (2010) noticed that the reintroduction of employee engagement into the
academic domain was led by the argument that definitions of engagement among
practitioners are misleading and do not present the nature of employee engagement itself (see
Figure 2.1). Ferguson (2005) and Cartwright and Holmes (2006) agreed that unless
researchers can use an evidence-based definition and measurement for engagement, it cannot
be managed and antecedents to improve it cannot be developed. Hence, to address these
shortcomings, researchers in the academic community sought to remove the contradictions
about the nature of true engagement by defining employee engagement based on a well
developed theoretical foundation, assessing evidence-based antecedents, and distinguishing
employee engagement as a concept that has its own characteristics and dimensions.
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Lack of theoretical
foundation and empirical
evidence in practitioners’
and firms’ approaches

Created diverse explanations for
employee engagement (Zigarmi,
Nimon, Houson, Witt & Diehl, 2009)
Created doubt whether the term
employee engagement is a stable term or
just repackaging of other terms (Little &
Little, 2006)
Created various models that involve
diverse antecedents (Ferguson &
Carstairs, 2005; Lockwood, 2007) that
are likely to affect the development of
the term

Figure 2.1: Shortcomings in practitioners’ and consulting firms’ approach

2.3.2 Academic models of employee engagement
In response to the shortcomings identified in practitioners’ approaches, academic scholars
mainly focused their attention on studying the psychological state of employee engagement.
This was done by testing the conditions of (or aspects that affect) engagement within
individuals (Kahn, 1990; Saks, 2006), by understanding the different aspects of engagement
and their association with other organisational performance (Schaufeli et al., 2002; Maslach,
2003), and even by scientifically distinguishing employee engagement from other terms
(Macey & Schneider, 2008a). This thesis limits its review to the most heavily cited studies
that have formed the basis of numerous subsequent publications and have contributed
significantly to the understanding employee engagement.
This review highlights four academic models for studying employee engagement:


Kahn’s (1990) Model of personal engagement;



Maslach et al.’s (2001) Burnout/engagement model;



Schaufeli et al.’s (2002) Three-factor model of engagement; and



Macey and Schneider’s (2008b) conceptual model for studying employee
engagement as a multidimensional concept that incorporates different types of
engagement and consequently different antecedents. This will be referred to as
the Multidimensional framework of employee engagement.
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The presentation of these four models is followed by Section 2.3.3 which highlights the
features of employee engagement that are common to both practitioners’ approaches and
academic models. Section 2.3.4 then provides a comparison of academic models. Both
comparisons inform this thesis’s position on the operationalisation and measurement of
employee engagement.
2.3.2.1 Model of personal engagement
The term ‘engagement’ was first introduced to academia in Kahn’s (1990) theory-generating
article: “Psychological Conditions of Personal Engagement and Disengagement at Work”.
Fundamentally, Kahn (1990) aimed to explore the aspects that affect an individual’s personal
engagement or disengagement. Kahn’s conceptualisation (the Model of personal engagement)
was built on the premise that people can commit varying degrees of themselves (i.e., their
psychological presence) to each role or activity they perform. According to Kahn (1990),
employee engagement is “the harnessing of organization members’ selves to their work
roles” (p. 694). Personally engaged employees are more likely to express themselves through
their role performance by being cognitively vigilant, emotionally connected and physically
involved. Engaged employees tend to express their preferred selves and satisfy their current
role or activity physically, cognitively and emotionally. In contrast, disengaged employees
decouple themselves from work roles and withdraw or defend themselves physically,
emotionally and cognitively during role performance. Disengaged employees show
incomplete role performance and are characterised as effortless, automatic and robotic (Kahn,
1990).
In his exploration of the aspects that affect engagement, Kahn (1990) distinguished between
three types of personal engagement. The physical dimension of engagement demonstrates the
extent of effort employees exert in the workplace. The emotional dimension of engagement
relates to the feelings employees have about their work, such as whether they are enthusiastic
and feel attached to their work tasks. Cognitive engagement represents the extent to which
employees find their work interesting and absorbing. The model of Kahn’s personal
engagement is illustrated in Figure 2.2.
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Personal engagement

Physical engagement

Emotional engagement

Cognitive engagement

Figure 2.2: A diagrammatic representation of Model of personal engagement developed by
Kahn (1990)

Utilising two separate case studies, Kahn (1990) posited that perceptions of work context
influenced the core sets of conditions that are important in understanding why employees are
personally engaged or disengaged in work roles. Kahn (1990) claimed that when employees
perceive their work context to be psychologically meaningful and psychologically safe, and
when they feel that internal and external resources are available, they are more likely to be
physically, emotionally and cognitively engaged in role performance.
According to Kahn (1990), the psychological condition of meaningfulness describes a
person’s feelings about how meaningful his or her work is; this is related to his or her
investment of energy (through physical, emotional and cognitive engagement) to perform the
role and the sense of return he or she receives by feeling useful, proud and valuable.
Secondly, the psychological condition of safety has been described as a person’s ability to
admit mistakes and invest him or herself without fear of negative consequences regarding his
or her self image, status or career. In a work environment that has high potential for negative
consequences, people are less likely to express themselves. When employees do not feel safe
in their work environment and do not understand the tasks they are expected to complete,
they will not feel confident about investing themselves or taking risks (Kahn, 1990). Finally,
the psychological condition of availability assesses the readiness or confidence of an
employee to engage himself with his work. If an employee has the belief that the internal and
external resources necessary to meet work role demands are accessible, he or she will be
more confident in undertaking his or her job and thus will be more able to immerse him or
herself in task completion rather than being concerned about lack of resources (Shuck, 2010;
Chen, Zhang & Vogel, 2011). Shuck (2011) noted that employee concerns about availability
of resources can relate to the availability of tangible resources (e.g., sufficient budget) or
intangible resources (e.g., rational amount of job fit).
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Kahn’s conceptual theory-generating article influenced numerous subsequent models of
employee engagement. Although Kahn was credited with developing the first conceptual
model for engagement, the lack of empirical studies testing Kahn’s model of personal
engagement (see May et al. 2004 for exception) was arguably another reason for developing
new employee engagement models based on other theories (Mcbain, 2006). Interest in the
term engagement increased when it was linked with the term job burnout (Maslach et al.,
2001; Schaufeli et al., 2002).
The increasing calls to explore the positive impacts of well-being, human strength and
optimal functioning reflect the motive for creating two related models of employee
engagement (Schaufeli & Salanova, 2008): the Burnout/engagement model which assumes
that engagement and burnout are conceptually opposite poles on a single continuum; and the
Three-factor model of engagement (Schaufeli et al., 2002) which presents engagement and
burnout as related terms, but not exact opposites. In an effort to explore the state of
knowledge about employee engagement in the literature, these two models are discussed next
(see Sections 2.3.2.2 and 2.3.2.3).
2.3.2.2 Burnout/engagement model
According to Maslach (2003), job burnout is a stress reaction that results from the
relationship individuals have with their work. Maslach (2003) defines burnout as “a
psychological syndrome that involves a prolonged response to stressors in the workplace” (p.
189). An individual who becomes burnt out from his or her job experiences feelings of
overwhelming exhaustion and cynicism (which are the core characteristics of burnout), and a
sense of inefficiency or ineffectiveness. Feelings of exhaustion result from individuals giving
too much of themselves to their work and are characterised by the experience of being
drained of physical and emotional resources. Feelings of cynicism are characterised by a
sense of negativity, and by detachment from other people and various aspects of the job.
Overwhelming exhaustion and feelings of cynicism emerge from excessive workload and
social conflict (Maslach, 2003, p. 190). Finally, a sense of inefficacy (i.e., a lack of efficacy)
results from feelings of incompetence, lack of achievement and reduced productivity (which
arises from a lack of resources and lack of clear goals). Maslach et al. claim that employees
who experience the two core characteristics of burnout (exhaustion and cynicism) are more
likely to experience a sense of ineffectiveness at work because they focus heavily on the
perceived challenges they are facing (Maslach et al., 2001).
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Maslach et al. (2001) consider job engagement as the opposite of job burnout; when
employees are not burned out, they will be engaged in their jobs. Based on this point on view,
the three negative dimensions of job burnout have been rephrased into positive dimensions to
describe the three key dimensions of engagement. Exhaustion (job burnout) becomes high
energy (engagement). Cynicism (job burnout) becomes high involvement (engagement).
Ineffectiveness (job burnout) becomes increased sense of professional efficacy (engagement)
(Maslach et al., 2001). This idea has been validated widely and empirically tested in the
literature (Demerouti, Nachreiner, Bakker & Schaufeli, 2001; Schaufeli & Bakker, 2003).
The discussion above of the Burnout/Engagement model is illustrated in Figure 2.3
Resilienc
Burnout

e

Engagement

Exhaustion……………………………………………….............Energy
Cynicism………………………………………………….....Supportive involvement
Ineffectiveness…………………………………………..Efficacy & accomplishment

Figure 2.3: A diagrammatic representation of Burnout/Engagement developed by Maslach and
her colleagues

Maslach and Lieter (1997) proposed several key aspects for describing how employee
engagement is derived in the workplace context. They claim that the three dimensions of
engagement (energy, involvement and professional efficacy) can result from a sustainable
amount of work, feeling involved in decision-making, suitable recognition and rewards, a
supportive social relationship at work, trust, respect and openness (fairness), and working in
an environment that support employee’s own values (Maslach et al., 2001; Maslach, 2003).
Maslach et al. (2009) presented the Maslach Burnout Inventory – General Scale (MBI-GS).
Scores are used to measure the burnout dimensions. Maslach et al. believed that low scores
on the burnout dimensions indicated high feelings of engagement in work.
Schaufeli et al. (2002) narrowed the focus of engagement, preferring the use of the term
‘work engagement’. They focused only on the relationship between the individual and the
work, rather than using the term ‘employee engagement’ which is broader and may include
engagement with the occupational role, organisation or other outside activities (Schaufeli &
Salanova, 2011). From this position, they developed the Three-factor model of engagement.
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In the Three-factor model of engagement (presented in Section 2.3.2.3), Schaufeli et al.
(2002) differentiated engagement from the engagement concept used in previous models by
describing it as an independent, distinct concept that is related negatively to burnout but is not
its antithesis. Although this model includes the assumption that there is a broad relationship
between engagement and burnout, Schaufeli et al. criticise the MBI-GS for its application as
a scale to assess both burnout and engagement for two reasons. Firstly, Schaufeli et al. argue
that engagement and burnout are two independent psychological states, meaning low burnout
does not necessarily indicate high engagement, and high burnout does not indicate low
engagement (Schaufeli & Bakker, 2004). Secondly, the negative wording of the MBI-GS
items cannot be taken as being representative of the positive components of work
engagement, since, for example, employees who are not exhausted cannot necessarily be
characterised as fully energised at work. Schaufeli et al. (2002) instead stated that
engagement could be better operationalised by using a different and separate scale comprised
of three components (vigour, dedication and absorption) to conceptualise engagement, and by
proposing the Job Demand Resource model as an underlying approach for studying work
engagement.
The Schaufeli et al.’s (2002) Three-factor model of engagement, its underlining approach, its
components and a basic comparison with the Burnout/engagement Model is presented in the
next subsection.
2.3.2.3 Three-factor model of engagement
Schaufeli et al. (2002) defined work engagement as a “positive, fulfilling, work related state
of mind that is characterized by vigor, dedication and absorption” (p. 74). These
characteristics (or attributes) – vigour, dedication and absorption – are the three factors from
the basis of the Three-factor model of engagement. In short, vigour is characterised by high
levels of energy and mental toughness in the job, willingness to invest effort in the job, and
persistence to overcome obstacles experienced while working. The second dimension is
dedication. Here, employees are involved and experience feelings of significance,
enthusiasm, inspiration, pride and challenge while doing their job. Finally, absorption is seen
when employees are completely concentrated and happily engrossed while doing their job.
Individuals who are absorbed have difficulty detaching from their work and feel that time
passes quickly when engaged in work. Bakker (2009) found that these employees feel tired
from work, however they explain their tiredness as a pleasant state related to their desirable
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accomplishments. Schaufeli et al. (2002, p.74) clarified that work engagement is not a
momentary and specific state; instead it is a chronic, persistent and pervasive affectivecognitive state that is not focused on any particular object, event, individual or behaviour.
2.3.2.3.1 Comparison between Three-factor model of engagement, Model of personal
engagement and Burnout/engagement model
A simple comparison between Schaufeli et al.’s (2002) Burnout/engagement model and
Kahn’s (1990) conceptualised Model of personal engagement reveals that the three
dimensions of engagement proposed by Schaufeli et al. (2002) are similar to the three
components previously proposed by Kahn (1990). This was also supported by Schaufeli and
Bakker (2010) who argued that the Three-factor model of engagement dimensions of vigour,
dedication and absorption proposed are similar to Kahn’s physical, emotional and cognitive
dimensions respectively.
Further comparison of Schaufeli et al.’s (2002) conceptualisation and the Burnout/
engagement model showed two basic differences. The first significant difference in
perspective is Schaufeli et al.’s (2002) position that work engagement is not the exact
opposite of burnout; rather they are each other’s complements. They found that vigour and
dedication are similar to the first two components shown in the Burnout/engagement model
(i.e., energy and involvement). However, disagreement emerged in the definition of the third
component of engagement. Schaufeli et al. (2002) identified absorption as the third
dimension for defining engagement, while Maslach et al. (2001) argued that because
engagement is the antithesis of burnout, reduced self-efficacy can be rephrased to its exact
opposite: sense of self-efficacy. Schaufeli et al. (2002) considered these inconsistent
dimensions (absorption and sense of self-efficacy), and claimed that absorption is not
necessarily the opposite of reduced efficacy. They refer to absorption as being fully
concentrated and engrossed in work.
The second key contradiction identified from a comparison of Schaufeli et al.’s (2002)
conceptualisation and the Burnout/engagement model appears in the way each party assesses
dimensions of engagement. Schaufeli et al. (2002) argued that it is questionable to test
engagement using the MBI-GS, since engagement and burnout are represented as opposite
ends of the continuum on this scale. To support their argument, they developed the Utrecht
Work Engagement Scale-17 (UWES-17) as a tool to avoid the inherent problem of negative
wording of the items on the MBI-GS (Schaufeli et al., 2002; Schaufeli & Bakker, 2003).
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UWES-17 includes three subscales: six items regarding vigour, six items for dedication and
five items for measuring absorption. The Three-factor model of engagement was found to fit
the data very well (Bakker, 2009). The UWES-17 has been shown to be a reliable and valid
measure for work engagement as it has good psychometric properties, is relatively stable
across time, and can measure the dimensions of work engagement separately and easily.
Schaufeli et al. (2002) advocated using the UWES-17 to eliminate the trap of entangling
engagement with other similar terms, such as employee job satisfaction, commitment and job
involvement. This represents the last key issue regarding the understanding of engagement.
The combination of these characteristics makes UWES-17 the preferable scale for assessing
dimensions of work engagement (Schaufeli & Salanova, 2011).
2.3.2.3.2 The Job Demand Resource Model
Schaufeli and Bakker (2004) expanded their interests on work engagement by using the Job
Demand Resource (JD-R) model as an underlying evidence-based theory for studying work
engagement. This model explains how working conditions can influence employees’ health
and commitment to their organisation (Llorens, Schaufeli, Bakker & Salanova, 2007). The
JD-R model has been employed as an underling theory to explain the development of vigour,
dedication and absorption, which are the three dimensions of work engagement. Simpson
(2009) found that this model has dominated the studies on the Three-factor model of
engagement.
The JD-R model has been divided into two main work categories: job demands and job
resources (Demerouti et al., 2001; Schaufeli & Bakker, 2004; Hakanen, Bakker & Schaufeli,
2006). Demerouti et al. (2001) referred to job demands as “those physical, psychological,
social, or organizational aspects of the job that require sustained physical and/or
psychological effort and are therefore associated with certain physiological and/or
psychological costs” (p. 501). These demands require employees to physically and/or
psychologically focus on their jobs until they are finished. Job demands are not always
negative, however these demands may appear as job stressors. For example, continuous
emotional demands from a client are likely to cause stress and lead to the worker investing
more effort in order to manage these emotional demands (Hakanen et al., 2006). This high
level of effort required may lead to negative responses (e.g., burnout), which in turn have
been linked to negative consequences (Schaufeli & Bakker, 2004).
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In the second work category of the JD-R model, job resources have been defined as “those
physical, psychological, social, or organizational aspects of the job that either/or (1) reduce
job demands and the associated physiological and psychological costs; (2) are functional in
achieving work goals; (3) stimulate personal growth, learning and development” (Schaufeli &
Bakker, 2004, p. 297). Job resources such as learning, feedback and support from supervisors
are important for any job because they are essential for meeting job demands. When
resources are available, employees are more likely to experience enhanced work engagement,
and thus achieve desirable work objectives.
In the JD-R model, Schaufeli and Bakker (2004) propose that burnout and engagement can
result from two related psychological processes, the energetic process and the motivational
process respectively. In the energetic process, when the demands of the job are excessive,
individuals can become exhausted, which in turn creates burnout and negative consequences
(Hakanen et al., 2006). The motivational process explains the relationship between job
resources, engagement and organisational outcomes (Schaufeli & Bakker, 2004). The
presence of valuable resources in a job (e.g., support from supervisors and performance
feedback) plays a role in achieving work outcomes because it facilitates the development of
work engagement. Job resources can play either an intrinsic or extrinsic motivational role
(Bakker & Demerouti, 2008; Schaufeli et al., 2008).
In the intrinsic motivational process, job resources promote employees’ traits of growth,
learning and development by fulfilling their fundamental human needs, such as autonomy
and competence (Schaufeli & Bakker, 2004). However, in the extrinsic motivational process,
the availability of job resources nurtures the readiness of employees to dedicate increased
effort and ability to more difficult work goals (Schaufeli & Bakker, 2004). Overall, the
presence of valuable job resources supplements employees’ work engagement by facilitating
task completion and offering opportunities for personal growth. When a work environment
lacks job resources, employees’ efforts to achieve a task will be hindered which in turn
develops negative attitudes towards their own work (Bakker & Demerouti, 2008).
Previous studies utilised the JD-R model as the underlying model for explaining the
relationship between several work conditions, dimensions of work engagement and some
work related outcomes (Schaufeli & Bakker, 2004; Hakanen et al., 2006; Bakker &
Demerouti, 2008; Schaufeli & Salanova, 2008). For instance, Schaufeli and Bakker (2004)
tested the role of work engagement in relation to a set of job resources. They found that
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feedback, social support and supervisory coaching had the motivational potential to stimulate
work engagement; they also found that work engagement reduced employees’ intention to
leave the job.
The validity and reliability of the JD-R model has been confirmed in a wide range of studies
concerned with understanding the role of employee engagement among a set of antecedents
and consequences (Xanthopoulou, Bakker, Heuven, Demerouti & Schaufeli, 2008). As the
purpose of this thesis is to examine the role of employee engagement among a set of
antecedents and consequences that have either not been introduced or have been identified in
previous research as needing further attention, the present thesis utilises the intrinsic
motivational psychological process as a theoretical base for explaining the mediating role of
employee engagement.
2.3.2.4 Multidimensional framework of employee engagement
In their comprehensive review of the relevant literature on employee engagement, Macey and
Schneider (2008b) developed a framework of employee engagement (referred to in this
research as the Multidimensional framework of employee engagement presented in figure
2.4) in an effort to solve the conceptual confusion surrounding the term and to increase the
clarity of the term itself.

Employee engagement

State engagement

Behavioural engagement

Trait engagement

Figure 2.4: A diagrammatic representation of the multidimensional model of engagement
developed by Macey and Schneider (2008b)

Macey and Schneider (2008b) clarified that employee engagement is a multidimensional
term, and that there are three different types of employee engagement. The majority of these
types represent old terms now described using new labels such as commitment and job
satisfaction. Macey and Schneider believed that this clarification facilitated a clearer
understanding of the concept of engagement within research and meant that use of the term
engagement became more appropriate and easily understood. They suggested that this clarity
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has come from the “increasing emphasis on absorption, passion, and affect and a lessening
emphasis on satisfaction and perhaps also job involvement and organizational commitment”
(Macey & Schneider, 2008b p. 7).
The three types of employee engagement in the Multidimensional framework of employee
engagement are described in Section 2.3.2.4.1 to show how this framework of employee
engagement clarified the previously confused conceptual state of employee engagement.
Despite the clarity provided by this framework, it has received several criticisms in the
literature. Some of these criticisms, as presented in other studies that looked at the
Multidimensional framework of employee engagement (Macey & Schneider, 2008b), are
discussed in Section 2.3.2.4.2.
2.3.2.4.1 The multidimensionality of employee engagement
Previous models of engagement (Kahn, 1990; Maslach et al., 2001; Schaufeli et al., 2002)
agreed that employee engagement was a distinct concept that was open to empirical and
practical research. However, Macey and Schneider (2008b) noted that there still remained
conceptual confusion surrounding the term. They argued that the source of the confusion
arose because there were two approaches to defining engagement – some definitions linked
employee engagement with attitudinal components (e.g., Saks, 2006), while others linked it
with behavioural components (e.g., Dvir, Eden, Avolio & Shamir, 2002). Macey and
Schneider (2008b) referred to employee engagement as “a desirable condition, [that] has an
organizational purpose, and connotes involvement, commitment, passion, enthusiasm,
focused effort and energy” (p. 4). In their effort to remove this confusion, they classified the
appearance of employee engagement in the literature into three categories, namely: trait
engagement, behavioural engagement, and state engagement. They developed their
Multidimensional framework of employee engagement on the basis that trait engagement
(attitudes towards one’s work) is an antecedent to psychological state engagement (feelings
of energy, absorption, commitment, satisfaction), which in turn affects behavioural
engagement (adaptive behaviours).
Trait engagement is an individual difference variable that predisposes a person to experience
the world from his or her own point of view. Individuals with trait engagement behave
adaptively, commit effort to important tasks or aspects of the organisation, and facilitate
desirable outcomes for the organisation. Macey and Schneider (2008b) added that trait
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engagement consists of interrelated personality attributes such as positive affectivity,
conscientiousness, a proactive personality and an autotelic personality (strength of selfpurpose).
The second type of employee engagement, behavioural engagement, is described in terms of
adaptive behaviours. This refers to discretionary work effort or a definite type of in-role or
extra-role effort or behaviour, such as organisational citizenship behaviour and
proactive/personal initiatives. Newman and Harrison (2008) define behavioural engagement
as the “behavioural provision of personal resources – time and energy – into one’s work role”
(p. 34). The common element between these behaviours is that all of them are “discretionary
in that they go beyond preserving the status quo and instead focus on initiating or fostering
change in the sense of doing something more and/or different, whether in response to a
temporary condition or a more permanent solution to a perceived existing organizational
change” (Macey & Schneider, 2008b, p. 18). Macey and Schneider (2008b) suggest that trait
and behavioural engagement have different antecedents and consequences, and that
antecedents of behavioural engagement are in fact consequences of state engagement.
In state engagement, a person feels “some form of absorption, attachment and/or enthusiasm”
(p.6). It can be argued that among Macey and Schneider’s three types of engagement, state
engagement overlaps most with other previously existing constructs. One of the purposes of
Macey and Schneider’s (2008b) study was to differentiate the term engagement from other
similar work-related terms such as job satisfaction, involvement, commitment and
empowerment. Indeed, Macey and Schneider (2008b) argued that state engagement has
similar characteristics to some of these constructs, but also has additional characteristics.
They argued that the other constructs do not encompass the feelings of energy (physical
engagement), enthusiasm and involvement (cognitive engagement) that are considered central
characteristics of state engagement.
2.3.2.4.2 Criticisms of the Multidimensional framework of employee engagement
Despite the influence that Macey and Schneider’s framework had on employee engagement
research (cited in more than 246 studies in the literature) and its frequent use as an
inspirational evidence-based framework for explaining engagement (Christian et al., 2011),
13 commentaries provided substantial critiques of the Multidimensional framework of
employee engagement (e.g., Dalal, Brummel, Wee & Thomas, 2008; Newman & Harrison,
2008; Saks, 2008). The majority of these commentaries focused on the behavioural
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characteristic of engagement and the stability of the concept of engagement in comparison to
that of other constructs (Zigarmi et al., 2009; Shuck, 2011).
To clarify the varied views of the term employee engagement, three of these commentaries
and their criticisms are presented in Table 2.3 (Dalal et al., 2008; Newman & Harrison, 2008;
Saks, 2008).
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Table 2.3: Criticisms of the multidimensional framework of employee engagement
Author

Criticisms

Suggestions

Newman

and Newman and Harrison considered the term engagement was Newman and Harrison argued that employee engagement could be

Harrison

only useful when seen as a higher order behavioural concept. understood as the behavioural provision of time and energy in ones’

(2008)

When engagement was divided into three types, the term ‘state

work (p. 35). The defining characteristics of employee engagement

engagement’ was considered to be largely redundant and similar

appeared in other specified employee behaviours, namely their job

to overall job attitude. The authors argued that job attitude had performance, withdrawal and citizenship behaviour. This proposition
been measured previously using different constructs.

simply expresses the outcomes of state engagement rather than defining
it.

Saks (2008)

Saks believed that Macey and Schneider’s (2008) approach – Saks argued that Macey and Schneider’s suggestion that streams of
defining engagement

as

an aggregate

multidimensional engagement are unclear and imprecise is incorrect. He suggested that the

construct – meant that their definitions were a repackaged term engagement must be seen as a new and unique concept, and distinct
version of other previously developed constructs. Failure to from other familiar terms and constructs.
provide a unique definition of engagement perpetuated the idea
that the term engagement was a new label for an existing
concept. Saks also argued that the division of engagement into
three types created confusion regarding the outcomes and
antecedents, and their relationships.
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Dalal et al.

Dalal et al. criticised the three types of engagement proposed by Dalal et al. suggested several areas of modification to Macey and

(2008)

Macey and Schneider. They argued that “what Macey and Schneider’s framework. Furthermore, they agreed with Schaufeli et al.
Schneider call state engagement is probably better referred to (2002) that engagement is a cognitive–affective term rather than a
simply as engagement, with the recognition that engagement is behavioural one.
likely to contain both trait-like and state-like components” (p.
54). Furthermore, Dalal et al. found that the concepts of trait
and behavioural engagement defined in Macey and Schneider’s
(2008) framework should not be labeled as engagement but
rather must be seen as “putative dispositional antecedents and
behavioural consequences of engagement” (p. 55).
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As a result of these criticisms, a number of interesting propositions for conceptualising
employee engagement from other perspectives have evolved (Wefald & Downey, 2009b;
Zigarmi et al., 2009; Shuck & Wollard, 2010; Christian et al., 2011). These propositions are
still in the early stages of acceptance and require further scrutiny and examination. For
example, Christian et al. (2011) examined areas of commonality among various definitions
and conceived work engagement as an overall construct that is a “relatively enduring state of
mind referring to the simultaneous investment of personal energies in the experience or
performance of work” (p. 95). On the other hand, another accepted definition of employee
engagement was suggested from the human resource management perspective Shuck and
Wollard (2010): “an individual employee’s cognitive, emotional, and behavioral state
directed toward desired organizational outcomes” (p. 103). These and other propositions are
opinions waiting to be validated empirically and practically in future research. Consequently,
they were excluded from the selection process in this thesis.
In summary, this review of practitioners’ approaches and academic models of employee
engagement has shown that academic models are grounded more strongly in evidence. These
models are therefore more appropriate for consideration in relation to employee engagement
in this thesis.
The comprehensive review in the preceding sections has highlighted four of the main
academic models of employee engagement. Initially, Kahn’s (1990) Model of personal
engagement, where individuals may engage behaviourally, emotionally and cognitively in the
work, was reviewed. Subsequent academic models drew inspiration from this broad model of
personal engagement. Following this model, two heavily cited models of engagement
(Maslach et al., 2001; Schaufeli et al., 2002) were presented; these models agreed that
engagement is a positive psychological state term with specific characteristics and an
association with job burnout. Both models limited their focus to employee’s work activities
rather than other external and organisational activities (Simpson, 2009; Schaufeli &
Salanova, 2011). Macey and Schneider’s framework (2008b) conceptualised employee
engagement as a multidimensional term that included state, trait and behavioural engagement.
A more detailed look at these models showed important similarities and differences that have
contributed to a better understanding of employee engagement. It is assumed that these
differences arose because each researcher supported their own model through the
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introduction of additional logical arguments. These arguments and actions have, in turn,
created and confirmed each of the different positions presented in the models.
The following section summarises the reasons for utilising academics’ models in this thesis,
in preference to practitioners’ approaches. Furthermore, a comparison of academic models of
engagement, and a justification for using the Three-factor model of engagement in this thesis
is presented.
2.3.3 Rationale of focusing on academic models of employee engagement rather than
practitioners’ approaches
1. Practitioners’ approaches to employee engagement must be considered sceptically
when applied in empirical and theoretical studies because these approaches are not
evidence-based and their relevance is subject to external factors. Practitioners have
mainly focused on producing commercial findings that address how employee
engagement relates to organisational productivity and performance for their clients
(Zigarmi et al., 2009). In contrast to the academic models, practitioners’ approaches
are unclear and vague. The academic approaches that were reviewed were based on
specified evidence-based models that have been well established and cited in the
literature.
2. The academic models presented previously agreed that engagement is a unique term
with its own dimensions (with the exception of Macey and Schneider’s (2008b)
conceptualisation). Bakker et al. (2011a) acknowledged that there is a clear theory for
engagement, and based on this, stated that researchers should stop making claims that
engagement is nothing more than a repackaged version of other well defined terms.
3. Despite the diverse measures developed in the practitioners’ approaches, the measures
validated and are reliable for assessing the characteristics of employee engagement
are based on scientifically derived measures developed by academics.
2.3.4 Comparison of academic models of employee engagement
The literature is full of empirical studies that have used a specific definition of engagement
and specified various dimensions, but have measured engagement using a scale with no
academic basis. For example, Harter et al. (2002) defined employee engagement as a term
that incorporated three dimensions - satisfaction, involvement and enthusiasm - but measured
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engagement using Gallup-12. There was no academic basis for the development of Gallup12. Schaufeli and Bakker (2010) argued that Gallup-12 mainly focused on measuring twelve
positive antecedents of employees’ job conditions instead of testing employee engagement
itself (see Harter et al., 2002 for more information about Gallup-12). These observations of
the diverse models lead to the questions: which definition and measures of employee
engagement are most appropriate to be chosen for this thesis? What is the justification for
utilising this definition and these measures rather than others?
This thesis uses the Three-factor model of engagement developed by Schaufeli et al. (2002).
This model, incorporating three conceptualised factors (vigour, dedication and absorption)
and specified measures (UWES-17), has also been selected as the most appropriate and
complete model of employee engagement in other studies (Mcbain, 2006; Chughtai &
Buckley, 2008; Simpson, 2009; Wefald et al., 2011). The reasons for this selection are
outlined below.
First, the selection of the Three-factor model of engagement is supported by its popularity in
the literature: it is the approach used most frequently as the basis of employee engagement
research, and is widely cited in the literature (Bakker & Demerouti, 2008; Salanova &
Schaufeli, 2008). Indeed while there are several conceptualisations of employee engagement,
Schaufeli et al.’s conceptualisations of employee engagement and their measures have gained
the most research attention (Fairlie, 2011a; Wefald et al., 2011). Researchers have expressed
general agreement that Three factor model of engagement demonstrated psychometric
properties including validity that explain a substantial portion of feelings of employee
engagement (the measurement prosperities for measures for each model are compared and
discussed in details in section 6.6.2). For example, McBain (2006) stated that “other
definitions of engagement appear to provide more stress on identification with or
commitment to either the organization or a job” (p. 23).
Second, due to the fact that research on engagement is still relatively new, researchers
continue to debate whether engagement can be differentiated from other related terms. Three
factor model of engagement is helpful for distinguishing engagement from other similar
terms such as job satisfaction, workaholism and involvement (Bakker, 2009; Wefald &
Downey, 2009a; Shuck, 2011). The dimensions of employee engagement that are specified in
the Three-factor model of engagement (vigour, dedication and absorption) assist in making
this distinction.
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Finally, Chughtai and Buckley (2008) suggested that the Three-factor model of engagement
incorporates the affective nature and cognitive nature of employees’ perceptions of work.
This is in line with the position that engagement has two core dimensions: energy and
involvement. Furthermore, defining engagement as a psychological state that is characterised
by vigour, dedication and absorption allows studies to detect the areas of strength and
weakness in each dimension.
2.4

Engagement and other related terms

As part of the significant interest on the positive psychological state of employees, it has been
argued that researchers must ensure that engagement is indeed independent of similar terms.
Once this is confirmed, engagement can confidently be treated as a unique term and can add
unique value to the nomological network. Therefore, the last key issue in the employee
engagement literature that requires explanation is related to the potential overlap of employee
engagement with other related constructs. It must be determined whether employee
engagement is a distinct term that can be discriminated from other more familiar terms, or
whether it is simply a repackaged term that has been used interchangeably to describe similar
terms (Lanphear, 2004; Hallberg & Schaufeli, 2006; Mcbain, 2006; Macey & Schneider,
2008b; Wefald, 2008; Wefald & Downey, 2009a; Wefald & Downey, 2009b; Christian et al.,
2011; Shuck, 2011).
Previous studies reviewing this issue have confirmed that the overlap between employee
engagement and other terms has been always a critical challenge for employee engagement
researchers. Indeed, while some of previous studies argued that engagement is a unique
construct that has distinguishable characteristics, other studies argued that engagement is a
repackaged version of other older and well-defined constructs. For example, Macey and
Schneider (2008b) were not convinced that the term engagement was different to other older
terms, and argued that engagement is a repackaging of other constructs. It is important to
address this point to establish confidence that the term engagement is useful. A
comprehensive analysis of comparisons between employee engagement and job satisfaction,
job involvement, workaholism and organisational commitment is needed.
Sections 2.4.1, 2.4.2, 2.4.3, and 2.4.4 present conceptual and empirical evidence to help to
clarify the overlaps between employee engagement and organisational commitment, job
satisfaction, job involvement and workaholism.
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2.4.1 Employee engagement and organisational commitment
Although organisational commitment is considered to be the main motive for explaining the
construct of employee engagement (Buchanan, 2004; Hewitt Association, 2004), these terms
incorporate significant differences. A key conceptual overlap between employee engagement
and organisational commitment can be identified from the way the terms are expressed. This
confusion is likely to have arisen because both engaged employees and committed employees
hold positive attachments to their work. To differentiate between the terms, a description of
organisational commitment follows.
Organisational commitment has been defined widely in the literature. Allen and Meyer
(1990) developed a three-component model which viewed organisational commitment as a
multidimensional concept. Their model consisted of three distinguishable components of
commitment: affective commitment, continuous commitment and normative commitment.
Affective or emotionally committed employees feel that they are emotionally attached to the
organisation. Continuous commitment refers to recognition of the costs involved in leaving
an organisation. Normative commitment refers to employees’ moral feelings of obligation to
remain with the organisation (Allen & Meyer, 1990). Similarly to Kahn’s view of employee
engagement (Kahn, 1990), Allen and Meyer found that each employee can experience each
component of commitment to varying degrees. For example, “employees might feel both a
strong need and a strong obligation to remain, but no desire to do so; others might feel neither
a need nor obligation but a strong desire, and so on” (p.4). From this standpoint it was argued
that affective commitment is the term that is most likely to create an overlap with employee
engagement (Robinson et al., 2004).
Two conceptual differences are recognised between affective commitment and employee
engagement. Firstly, affective commitment relates to a person’s attitudes and attachment with
the overall organisational goals and values that result from day-to-day routine activities
(Roberts & Davenport, 2002; Jones & Harter, 2005; Bakker et al., 2008; Christian et al.,
2011), whilst engagement relates more closely to the positive interaction of a person and his
work (Schaufeli & Bakker, 2010). Secondly, engagement involves enthusiasm and a deep
level of self-involvement in work in terms of cognitive, emotional and physical energies;
affective commitment, on the other hand, refers to an emotional attachment to and
identification with the person’s overall organisation. Based on this explanation, commitment
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cannot be equated with engagement, however it can be considered to be a crucial aspect of
psychological state engagement (Macey & Schneider, 2008b).
To confirm these conceptual distinctions, empirical analysis was warranted. Accordingly,
Hallberg and Schaufeli (2006) found that both terms are distinct and have their own set of
characteristics. They agreed on the close relationship between both terms but argued they are
not identical; they represent two distinct concepts. Using confirmatory factor analysis for
discriminant validity, Hallberg and Schaufeli (2006) found that engagement had incremental
validity over the other constructs. Specifically, the correlations ranged from 0.35 to 0.46,
indicating 12% to 21% shared variance.
2.4.2 Employee engagement and job involvement
Conceptually, job involvement has been defined as the degree to “which one is cognitively
preoccupied with, engaged in, and concerned with one’s present job” (Paullay, Alliger &
Stone-Romero, 1994, p. 224). Harter et al. (2002) referred to employee engagement as “the
individual’s involvement and satisfaction with as well as enthusiasm for work” (p. 269).
From these definitions, some overlap between the terms can be seen. However, there are
several conceptual and empirical claims that clarify this overlap (Hallberg & Schaufeli, 2006;
Lockwood, 2007; Christian et al., 2011).
May et al. (2004) differentiated between the terms job involvement and employee
engagement, and argued that the relationship between the concepts is mutual. They consider
job involvement as an independent variable, whereas engagement is viewed as a dependent
variable in work or organisational models. This means that an employee who is engaged in
work should be cognitively preoccupied with his job. Furthermore, May et al. (2004) argued
that job involvement is believed to rely on both need saliency and the ability of a job to fulfil
specific needs that are tied to the employee’s self-image (p. 12). Employees who are involved
perceive their work as a relationship with both the working environment and the job itself,
and have a view of their work and life as co-mingled. In contrast, engagement deals with how
employees apply varying degrees of themselves during the performance of their job through
the active use of emotions, behaviours and cognitions (May et al., 2004).
These mutual relationships suggested by May et al. (2004) have been empirically supported
(Hallberg & Schaufeli, 2006). Hallberg and Schaufeli (2006) questioned whether employee
engagement can be empirically separated from employee job involvement and associated
49

with different consequences and outcomes. The results of a targeted sample of 186 Swedish
employees revealed that employee engagement and job involvement represent two
empirically separate constructs. Notably, employee engagement and job involvement
displayed different correlations with health complaints, job factors (autonomy, feedback,
workload, role conflict etc.), and personal factors. In terms of their relationship with health
complaints, employee engagement and job involvement were found to be primarily and
negatively related to all tested health complaints aspects, as reflected by strong and consistent
correlation coefficients. Furthermore, job factors, specifically the occurrence of autonomy
and feedback, were found to have a greater positive impact on feelings of employee
engagement than on feelings of job involvement. Another distinguishable finding was that
work engagement did not relate to workload, whereas job involvement did correlate to
workload. This indicates that an employee can be engaged even when he has a lot of work to
do, however he will not be involved in his job in a high workload environment.
Other conceptual and empirical evidence revealed that employee engagement and job
involvement differ in three key areas. First, job involvement does not contain the energy
component found in the definition of employee engagement (Schaufeli et al., 2002). The core
dimensions of employee engagement are the presence of energy and desire to stay longer in
the job (Schaufeli et al., 2002). Job involvement deals with how employees employ
themselves in the performance of their job. Job involvement has been found to be the result
of a cognitive judgment about the job’s ability to satisfy employee needs. Second, May et al.
(2004) advocated that job involvement only involves an intellectual component, whereas
employee engagement involves the active use of emotional, intellectual and behavioural
components. Third, Christian et al. (2011) agreed that job involvement might be considered
as a type of engagement rather than job involvement and engagement being equivalent terms.
They argued that the job condition is essential to a persons’ identity. Hence, it does not refer
to work tasks but rather to the potential of aspects of the job to fulfil a person’s specific
needs.
2.4.3 Employee engagement and job satisfaction
There has been debate in the literature about the overlap between employee engagement and
job satisfaction. Several studies have claimed that they are two related but distinct terms
(Blizzard, 2004; Erickson, 2008; Christian et al., 2011). These claims address four key issues.
Firstly, Wefald and Downey (2009a) argued that one main difference between engagement
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and satisfaction is that engagement places a larger emphasis on the cognitive aspect of
involvement in work, whereas satisfaction is concerned mainly with feelings towards or
about work. Secondly, studies confirm that the term engagement implies aspects of activation
such as enthusiasm and excitement, whereas satisfaction connotes aspects of satiation such as
relaxation (Macey & Schneider, 2008b; Schaufeli & Bakker, 2010; Christian et al., 2011).
Thirdly, engagement is described in terms of experiences a worker has as part of the work, as
opposed to satisfaction’s evaluative description of characteristics of work or of the general
job (Wefald & Downey, 2009a; Christian et al., 2011). Finally, Erickson (2008) found that
engaged employees and satisfied employees have different relationships with job
performance. He argued that studies were uncertain about whether satisfied employees were
giving their best, demonstrating high levels of loyalty, and thus engaging in high job
performance. However, studies have confirmed that engaged employees psychologically
believe in their job (Kahn, 1990) and care about the success of the organisation (Saks, 2006).
Engagement is therefore a better indicator than job satisfaction for predicting job
performance (Rich et al., 2010).
2.4.4 Employee engagement and workaholism
Finally, some researchers have argued that employee engagement shares some characteristics
with workaholism. Spence and Robbins (1992) simply described workaholism as an
addiction, and a workaholic employee as one who “feels driven or compelled to work, not
because of external demands or pleasure in work, but because of inner pressures that make
the person distressed or guilty about not working” (p. 161). They argued that workaholics
have intense feelings of being driven to work, even in their own free time (Spence &
Robbins, 1992). Conceptually, Porter (1996) noted that workaholics work harder than their
counterparts as they are addicted to their work even when they no longer like working
overtime. Their internal drive to work is so strong that they cannot resist it (Spence &
Robbins, 1992; Schaufeli et al., 2008; Gorgievski, Bakker & Schaufeli, 2010; Schaufeli &
Bakker, 2010).
In contrast to workaholics, engaged employees are not addicted to work, but are concentrated
on and happily engrossed in their work. For engaged employees, time passes quickly while
working because they are absorbed in work. Schaufeli and Bakker (2010) noted that engaged
employees lack the overwhelming inner drive that is typical for those who experience work
addiction. Furthermore, the literature reveals that engaged employees enjoy other things
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outside of work and, unlike workaholics who experience little enjoyment in work because of
their compulsive and irresistible inner drive, engaged employees perceive work as
intrinsically motivating (Taris, Schaufeli & Shimazu, 2010).
Results of empirical studies have clarified the distinction between workaholism and
employee engagement to support the existing conceptual distinctions. One of the recent
empirical findings that was consistent with conceptual distinctions between workaholism and
engagement was drawn from a sample of telecom managers in Dutch company (Schaufeli et
al., 2008). Schaufeli and his colleagues (2008) examined the external validity of employee
engagement and workaholism against five variables: long working hours, job characteristics,
work outcomes, quality of social relationships, and perceived health. Taris et al. (2010)
argued that if engagement and workaholism are distinct constructs, they should have different
patterns of relationships with these five variables. They found that managers who are engaged
in work are characterised by highly positive attributes, have good mental health and good
social relationships. Furthermore, managers who are engaged are committed to the
organisation and experience greater satisfaction with their tasks. In contrast, workaholic
managers experience negative reactions from others and health problems. They do not obtain
the work or personal resources from their job that most employees associate with positive
feelings towards work.
Taris et al. (2010) and Schaufeli et al. (2006b) summarised these differences by stating that
workaholism is intrinsically bad and employee engagement is intrinsically good. They agreed
that both workaholics and engaged employees exert effort and commit a lot of time to work
in the pursuit of organisational requirements. However, due to the existence of an inner
compulsive need or drive, rather than external drivers (e.g., financial rewards), workaholics
have difficulty detaching themselves from work, and continue to think about work even if
they are not working. Workaholics are obsessed with work, while engaged employees work
because it is enjoyable.
2.4.5 Summary: Employee engagement and organisational commitment, job
involvement, job satisfaction and workaholism
In summary, it is clear that the term employee engagement has received a great deal of
interest from researchers. However, there has also been significant confusion about whether
employee engagement is a new and distinct term that is stable enough for organisational use.
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Several studies have heavily discussed this key issue. Sections 2.4.1-2.4.4 presented a
comprehensive discussion regarding the comparison between employee engagement and job
satisfaction, job involvement, workaholism and organisational commitment. It was revealed
from this revision that employee engagement is a useful construct that has distinct
characteristics and requires further research.
2.5

Chapter summary

The growing interest in the term employee engagement has been based on evidence that there
is a strong association between employee engagement and a number of important
organisational outcomes. Organisations that are able to enhance employee engagement are
believed to make big differences in their survival to gain competitive advantage that other
organisations cannot imitate. Given the perceived value of engaged employees, it was
considered important for organisations and researchers to increase their understanding of
employee engagement and to clarify the key issues related to engagement. The purpose of
this chapter was to increase the functional understanding of the term employee engagement
and to determine the state of knowledge of engagement by clarifying three key issues: the
growing interest in employee engagement and outcomes to date; the discrepancy between
practitioners’ approaches and academic models of employee engagement; and the overlap
between employee engagement and other similar terms.
This chapter has analysed the relevant literature on these issues and determined that the most
relevant model for application in this research is Schaufeli et al.’s (2002) Three-factor model
of engagement. This conceptualisation represents employee engagement as a positive,
fulfilling, work related state of mind that is characterised by vigour, dedication and
absorption. It was also revealed that academic models of employee engagement are more
evidentially-based than those developed by practitioners, and that employee engagement is
best measured as a separate construct using scientifically valid scales such as UWES-17.
Finally, the arguments presented in this chapter support the idea that employee engagement
can be distinguished, both theoretically and empirically, from other older familiar terms.
Despite the broad discussion about employee engagement, research into employee
engagement is still in the early stages, and further investigation is required (Bakker et al.,
2011a).
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This clarification of key issues surrounding employee engagement has informed efforts to
achieve the purpose and proposed aims of this thesis. As stated in Chapter 1, this thesis
attempts to develop a model that identifies the potential antecedents and consequences of
employee engagement and their relationships, as found in the existing employee engagement
literature. Until recently there has been limited empirical evidence about the role of
engagement in explaining the relationship between antecedents and consequences (Christian
et al., 2011). Bakker et al. (2011a) and Macey and Schneider (2008b) confirmed this
weakness and argued that the association between potential engagement antecedents and
consequences is a remaining challenge that has not been thoroughly examined.
From the views presented in the employee engagement research and from the potential
limitations presented in Chapter 1, it has been determined that this thesis will focus on four
factors that have received limited attention in previous literature. A transformational
leadership style and the experience of meaningful work are proposed to be antecedents to
employee engagement, whereas job satisfaction and intention to quit the job are proposed to
be consequences. These factors and their relationships with employee engagement will be
presented in the following three chapters. Chapters 3-5 provide a review of the relevant
literature and propose the theoretical arguments to justify the proposed relationships for three
aims of this thesis, as outlined in Chapter 1.
Chapter 3 justifies the selection of transformational leadership as an antecedent to employee
engagement, and provides an overview of the theoretical arguments available literature on the
relationship between the transformational leadership and Schaufeli’s et al. attributes or
dimensions of employee engagement at work. The chapter aims to address the first
component of the research purpose by justifying the first aim of this thesis.
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3
3.1

THE RELATIONSHIP BETWEEN TRANSFORMATIONAL LEADERSHIP
AND EMPLOYEE ENGAGEMENT
Introduction

With the purpose of understanding its role in various organisational contexts, the role of
leadership style as a potential antecedent of employee engagement is cited as one variable
that requires further investigation, (Zhu et al., 2009; Bakker et al., 2011a). Although there is
significant evidence that transformational leadership creates a valuable and positive change in
employees’ state of mind, the nature of the relationship between transformational leadership
and employee engagement requires further attention, particularly in the Australian context
where employees are highly disengaged (Gallup, 2009). This chapter, therefore, addresses the
first aim of how and why transformational leadership influences employees to be engaged in
work, and how effective it is at achieving employee engagement. It is organised into three
sections. Section 3.2 starts with a brief overview of the development of leadership approaches
leading to contemporary leadership styles. Section 3.3 provides background information on
the transformational

leadership model

proposed by Bass

(1985), including its

conceptualisation and the main underlying components. The rationale for selecting the
transformational leadership style as a potential leadership style to influence employee
engagement is also discussed. Section 3.4 presents a summary of this chapter.
3.2

A brief overview of leadership approaches

The term leadership has been discussed in organisational and behavioural science literature
alike (Yukl, 1999; Avolio et al., 2009). Due to the significant attention and large number of
studies on leadership, there are many broad definitions and explanations of the term. Bolman
and Deal (2003) define leadership as “a subtle process of mutual influence fusing thought,
feeling, and action to produce cooperative effort in the service of purpose and values
embraced by both the leader and the led” (p. 339). Effective leaders can influence their
followers to reach the goals of their organisation. Bass (1985) argued that the relationship
between leader and follower requires the leader to show appreciation for followers who are
expected to invest their energies and efforts to achieve the assigned goals. It is widely agreed
that there is a clear difference between leadership and management (Bolman & Deal, 2003):
leaders have a vision, produce changes and inspire followers to high levels of effort, while
managers create order and consistency.
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In an effort to recognise the core elements of leadership, numerous leadership approaches
have been formulated. These leadership approaches can be grouped into: the Trait theory
approach, Behavioural theory approach, Situational (contingency) approach, and New genre
(contemporary) of leadership approaches that involve transformational leadership. The
following sections briefly describe the development of these four leadership approaches, to
broaden readers’ understanding of how each leadership approach fills the gaps of the
previous approach and thus give context to the transformational leadership literature that is
presented. This overview concludes with a justification of the rationale for using
transformational leadership style in this thesis.
3.2.1 Trait theory approach of leadership
One of the first systematic studies of leadership theory led to the development of the Trait
theory approach. According to Goleman (1998), the Trait theory approach posits that there
are extraordinary personal traits that distinguish effective leaders from others. Goleman
emphasised that possessing these personal traits helps in influencing others to achieve
organisational outcomes. Early research on the Trait theory approach agreed that leadership
personal traits or tendencies are not built through life experiences and learning; rather, they
are distinctive inherited traits that effective leaders possess (Bass & Bass, 2008).
The Trait theory approach claims that people who hold specific leadership traits are more
likely to be more effective in achieving positive outcomes than other individuals who are not
born with these traits (Stogdill, 1974). With respect to personal traits identified in the
literature (e.g., Stogdill, 1974; Bartol, Tein, Matthews & Martin, 2005; Schermerhorn, Hunt
& Osborn, 2005; Robbins, Judge & Millett, 2010), DuBrin and Dalglish (2002) classified
them broadly into personality traits and task related traits. Personality traits can be observed
inside and outside work, such as self confidence, trustworthiness, extraversion, assertiveness,
emotional stability, enthusiasm, sense of humour, warmth and a high tolerance for frustration.
In contrast, task related traits are associated only with the accomplishment of a task, such as
passion, courage, locus of control, flexibility, adaptability and emotional intelligence.
The Trait theory approach to leadership was an important step in developing subsequent
leadership classifications. However, its proposition has been criticised for two main reasons.
The first area of criticism is that due to the lack of methods and empirical studies applied
within this approach (e.g., the psychometric properties of the measures used to operationalise
traits), it is difficult to identify a definite set or profile of traits that distinguishes effective
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leadership (Bartol et al., 2005). Critiques of the Trait theory approach also noted the lack of a
theoretical basis for examining the role of followers’ characteristics in the leader-follower
relationship (Miner, 2006). Instead, this approach solely focused on the traits that distinguish
leaders from others. As a result of these criticisms, researchers moved their focus toward the
leadership behavioural approach, on the basis that behaviour was more effective than
personality traits for predicting leadership effectiveness.
3.2.2 Behavioural approaches to leadership
A key limitation of the Trait theory approach was that leadership traits were inherited and
could not be learned. To identify opportunities for leadership improvement, researchers
began to seek leadership behaviours that could be trained and taught, allowing people to
become effective leaders in certain contexts. Unlike the Trait theory approach, the underlying
assumption of the Behavioural theory approach (or style approach) was that certain expected
behaviours displayed by leaders are considered to be the basic patterns for leadership
effectiveness (Schermerhorn et al., 2005). Several studies have focused on the role of
leadership behaviours in predicting leadership effectiveness in order to increase productivity.
Two general types of leadership behaviours were identified: task oriented behaviours
(initiating structured behaviours), and relationship oriented behaviours (consideration
behaviours). Leaders that exhibit task oriented (or production oriented) behaviours are more
concerned with the technical aspects and efforts that are required to achieve required work
goals. Leaders that exhibit relationship oriented behaviours are more productive and
emphasise employees’ welfare and interpersonal relationships (Schermerhorn et al., 2005).
These behaviours were also identified in other studies such as the University of Michigan
studies, the Ohio State studies and the Leadership Grid approach (Schermerhorn et al., 2005).
Similar to the Trait theory approach of leadership, two limitations of the Behavioural
approach have been identified. Firstly, the Behavioural approach takes behaviours exhibited
in specific contexts and generalises them as positive leadership behaviours however some
behaviours that are used in one situation might not be suitable or fitting for another situation.
Secondly, the relationship between leaders’ behaviours and outcomes, such as job satisfaction
and followers’ performance, is not necessarily clear. Michaelis et al. (2009) claimed that this
lack of clarity was due to a paucity of research testing the moderating role of situational
factors between behavioural leadership and positive outcomes. Hence, these potential
drawbacks in previous leadership approaches led to the development of another core theory
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that focused on leadership in relation to specific situations – the Situational (contingency)
leadership approach.
3.2.3 Situational (contingency) approaches to leadership
Contrary to the two approaches discussed above, Situational leadership presumes that leaders
are most effective when they adopt the behaviours that are most appropriate to the given
situation (Fiedler, 1967). Effective leaders consider several situational factors in their
selection of behaviours, such as followers’ characteristics, the nature of the workplace, and
the nature of the internal and external environment (Dubrin & Dalglish, 2002; Yukl, 2006).
With respect to these situations, theorists have developed different perspectives on the
Situational leadership approach. Indeed, studies were conducted to assist leaders in the
selection of leadership behaviours based on situational context. Three of the main theories
developed within the situational approach to leadership are: the Fiedler Contingency Model,
the Situational Leadership Theory and the Path-Goal Theory. These strategies are discussed
below.
The Fiedler Contingency Theory introduced situational factors as control factors in
determining leaders’ effectiveness in given situations. This theory posited a model based on
the notion that leaders are effective when they match their leadership style with the situation
in which they are working. Fiedler (1967) proposed that a leader’s effectiveness in a given
situation be assessed across a range, from task oriented leader to personal oriented leader.
To explain, leader who is personal oriented is most successful in situations that are
moderately favourable (i.e., moderate control in a situation), whereas a task oriented leader is
most successful in extremely favourable or unfavourable situations (i.e., high or low control
in a situation) (Schermerhorn et al., 2005). Since the Situational leadership approach stated
that a leader’s task should be consistent with the leader’s control over the situation, it is
argued that leaders should search for situations that match their leadership style and in which
they can be involved, rather than being compelled to work in situations for which they are not
well qualified (Bartol et al., 2005). Each style of leadership is effective when applied in the
appropriate situation.
Another important situational leadership approach is the Situational Leadership Model
developed by Hersey and Blanchard (1996). Hersey and Blanchard (1996) suggest that there
is no single leadership style that can be considered the best for leadership; leaders should
choose their leadership style based on the maturity or developmental levels of their followers.
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Hersey and Blanchard’s conceptualisation was developed on the premise that leaders are
effective in situations when they diagnose the situation and then adjust their behaviour
according to the demands of both the task and relationship elements of the situation. Four
styles have been suggested for implementation of this model, namely telling, selling,
participating and delegating (Hersey & Blanchard, 1996). In the telling style, leaders explain
the roles to accomplish the tasks and identify for followers how, where, when and what is
required to do the task. In the selling style, leaders provide followers with socio-emotional
support and instructional structures that will allow them to be involved in the process. In the
participating style, leaders and followers participate in decision-making concerning the
process for accomplishing the task. Finally, leaders who use a delegating style tend to
provide followers with guidance, support and direction throughout the completion of the task.
Here, leaders stay involved to control the development. Although this theory incorporates
four leadership styles that support followers’ development in given situations and allows the
leadership style to be matched to the needs of the situation and the followers, it lacks an
explanation of how leaders exhibit the behaviours and attitudes required to increase the
development of their followers.
A third theory within the situational approach is House’s (1971) Path-Goal Theory. It
proposes that leaders must vary their behaviours according to the situation. This is achieved
by providing followers with a clear and simple path. Path-Goal leaders complement the
characteristics of their followers, achieving personal and work goals by: clarifying the paths
(so followers are guided) and providing directions on which path to use; eliminating barriers
that prevent followers proceeding; and enhancing incentives along the paths (House, 1971).
However, the role of the leader can vary within each element. For example, a leader may
adjust his or her behaviour by removing either a small or large amount of barriers to assist
followers’ to achieve the goal. Furthermore, in providing followers with incentives, leaders
may provide followers with irregular incentives or regular rewards. In differentiating their
behaviours, Path-Goal leaders consider two situational factors: the context of the work
setting; and the characteristics of the followers. Major characteristics of followers that are
identified by the theory include locus of control, work experience, ability and motivation. The
characteristics of the work context are determined by the nature of the task and the nature of
the work group. Hence, the Path-Goal Theory is applicable to both task oriented and
relationship oriented leaders.
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According to House (1971), Path-Goal leaders select one of four categories of leadership to
achieve their required outcomes: directive leadership behaviour, supportive leadership
behaviour, participative leader behaviour and achievement oriented leader behaviour.
Similar to a task oriented leader, the directive leader explains to followers what must be done
and gives followers guidance on to how to achieve these goals. Supportive leaders (similar to
personal oriented leader) can reduce boredom by paying special attention to followers’
concerns and needs. Supportive leaders are likely to appear in environments requiring
emotional support. Achievement-oriented leaders set challenging goals and concurrently
show confidence in followers’ abilities, which encourages them to successfully meet the high
expectations and standards. Participative leaders seek followers’ suggestions and ideas
before making decisions. The Path-Goal Model is different from the Fiedler Contingency
Model in its assumption that leadership effectiveness relies on the match between a leader’s
style, the characteristics of the followers and the situation (House, 1996). Thus, in the PathGoal Model the leader can be more flexible in showing all of the required behaviours when
needed in a given situation.
Researchers considered situational leadership approaches to be comprehensive in their
explanations of leadership and leaders’ behaviours in influencing followers’ satisfaction and
performance (House & Mitchell, 1974). However, a number of the behaviours and situational
variables identified in these situational leadership approaches have created confusion. The
resulting complexities have attracted very little systematic interest. The major criticism of the
approach was that it focused on only one aspect of the situation at a time and therefore did
not consider the complexities of the interactions between situational variables. Thus, the
development of a new leadership paradigm was needed.
3.2.4 New-genre

leadership

approaches:

Transformational

leadership

vs.

Transactional leadership
Researchers questioned whether the leadership approaches discussed in sections 3.2.1, 3.2.2
and 3.2.3 provided a completely satisfactory explanation of the leadership phenomena and
leadership effectiveness (Bass, 1990). As a result of these questions, it was determined that it
was necessary to conduct further studies about leadership with a focus on its role in ensuring
organisational survival. New genre approaches (as referred by Bryman, 1992) to leadership
have emerged in order to overcome the limitations of the leadership styles discussed
previously. This might be also, in part, because of their promise of extraordinary individual
and organisational outcomes that relate to these leadership approaches. The main concern in
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the new leadership approaches is the relationship between a leader and his or her followers,
with the purpose of achieving organisational outcomes. These areas of focus in the new
leadership approaches are different to previous approaches. The new approaches concentrate
on areas such as: the nature of the relationship between a leader and follower, such as
followers’ emotional attachment toward their leader; a leader’s characteristics and the impact
of that leader on the organisation; how a leader’s characteristics can stimulate his followers’
performance; the trust followers have in a leader; and how followers’ value orientation and
intrinsic motivation relates to their leader (Bass & Riggio, 2006; Miner, 2006; Avolio et al.,
2009). Bass (1990) argued that these new-genre leadership approaches were developed in
response to the increasingly sophisticated traditional models that have already been
discussed, which became difficult to implement.
Among the numerous new-genre leadership approaches that have been developed to address
these areas, one theoretically well-researched leadership paradigm that has gained
prominence is transformational leadership (Bass, 1985). This leadership paradigm
distinguishes

between

two

views

of

leadership:

transactional

leadership

and

transformational leadership (Bass & Riggio, 2006). To understand the transformational
leadership approach, it is necessary to understand the differences between these leadership
views, the importance of transformational leaders, and the way that leaders who hold
transformational behaviours influence followers.
Transactional leaders are able to lead followers to achieve desired work goals through the
promise of rewards and benefits in exchange of completed tasks (Bass, 1985). Bass (1985)
argued that transactional leadership is based on the premise that a series of social exchanges
(rewards and punishments) is agreed between a leader and followers, with the goal of
advancing both the leader’s and the followers’ agenda. For example, transactional leader
offer financial rewards to followers for achieving productivity and performance standards,
and withhold these rewards to followers if productivity and performance are considered
deficient. Transactional leaders clearly explain task responsibilities and identify to followers
how goals are linked to goal achievement. In return, followers are rewarded, or punished,
according to performance achieved compared against the desired performance levels (Bass,
1999; Bass & Riggio, 2006). Rewards typically include increased salary and benefits. In
contrast, punishments usually include termination and reduced salary. However, rewards or
punishments, which are an element of the social exchange between a leader and his followers,
may be psychological, economical or political. Transactional leaders recognise their
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followers’ current material and physical needs, and assist followers by explaining the tasks
required to allow each follower to attain his desired goal. The exchange must demonstrate
some value to each follower (Yukl, 1999). Transactional leadership involves managing these
values and exchanges to facilitate achievement of higher order purposes or simply to achieve
minimum organisational outcomes.
When using transformational leadership, leaders’ relationship with their followers is
managed in one of three ways: contingent rewards, management by exception, and laissezfair (Bass, 1985). Leaders who drive their followers through contingent rewards were found
to be reasonably effective at motivating others to achieve higher levels of performance (Bass
& Riggio, 2006). They clearly explain the work or task requirements, provide followers with
important resources, and promise followers incentives and cognitive rewards in return for
achieving specified requirements. The second component of transactional leadership is
management by exception (passive, that is, reactive; or active, that is, proactive). Leaders who
implement active or passive management by exception were found to be less effective than
those who use contingent rewards. Passive management by exception leaders take corrective
action if either the old methods deviate from standards or problems arise in followers’
performance. According to Bass et al. (2003), passive management by exception either waits
to take corrective action or does not take corrective action at all. Leaders who engage in
active management by exception take corrective action to monitor the work before errors and
problems occur (Bass & Bass, 2008). The final component of transactional leadership is
laissez-fair leadership. This refers to the avoidance or absence of leadership, where leaders
are inactive and do not engage when issues arise in the organisations (Bass & Riggio, 2006).
Here, leaders give followers a wide range of opportunities for decision making with little
interference. This leadership style creates a negative relationship between the leader and their
followers’ performance, because followers will lack the necessary direction for achieving
goals.
Transactional leaders play an influential role in the achievement of goals because followers
achieve the best personal outcomes when they do what their leader specifically requires.
However, Bass and Riggio (2006) argued that transactional leadership is not applicable to
most situations. Indeed, transactional leadership has been observed as inadequate for, but not
irrelevant to, building maximum leadership potential. It can be argued that transactional
leadership does not seek to inspire followers to go beyond their established tasks, because
achievement of tasks greater than those set will not assist them to avoid punishment or to
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receive extrinsic rewards (Bass & Riggio, 2006). However, transactional leadership does
form the basis for a more mature leader-follower exchange that is likely to create an
atmosphere dominated by power, perks and politics (Bryman, 1992). Transformational
leadership, comparatively, is thought to go beyond transactional leadership by not only
focusing on the corrective or constructive actions, but by changing the system through a
sense of purpose and a common mission and vision.
Transformational leaders create a more productive environment than leaders who apply
transactional leadership and other traditional styles (Bass & Riggio, 2006). This is achieved
by inspiring followers and motivating personal development, so followers are focused on
more than short-term needs for the purpose of accomplishing task objectives (Bass & Riggio,
2006). Several studies have argued that transformational leadership is remarkably successful
at enhancing and appealing to the emotions of followers, so they increase their upper level
needs (e.g., self-actualisation) and thereby exert extra effort, not only to achieve the assigned
goals, but to go beyond expectations (Bass, 1997 p. 130). Transformational leadership
therefore encourages followers to expand their perspective, resulting in a contribution to the
achievement of the organisational objectives.
The first aim of this thesis is to test the role of effective transformational leadership, not
transactional leadership, on employee engagement among a sample of Australian employees.
The following sections elaborate on transformational leadership, and provide theoretical
justification on the nature of the relationship between transformational leadership and
attributes of employee engagement (Schaufeli et al.’s view of employee engagement at
work).
3.3

Transformational leadership and employee engagement

This section outlines three aspects of transformational leadership. Section 3.3.1 presents the
conceptualisation of transformational leadership and its importance. Section 3.3.2 outlines the
positive influence of transformational leadership on followers or subordinates. Section 3.3.3
explores the nature of the relationship between transformational leadership and employee
engagement components (vigour, dedication and absorption).
3.3.1 Burns’ and Bass’ conceptualisations of transformational leadership
Burns (1978) stated that transformational leadership takes place when leaders and followers
engage in a way that helps create a connection that raises the levels of morality and
motivation. Thus a transformational leader is a morally mature leader who motivates
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followers’ behaviours and attitudes to generate higher levels of moral reasoning in followers
(Burns, 1978). Burns’ conceptualisation of transformational leadership was based on two
categories: a specified vision that leaders are committed to follow, and leaders’ ability to
empower followers to achieve goals. Transformational leaders seek to elevate the levels of
consciousness, awareness, human conduct and ethical aspirations of both the leader and the
followers, and thus they have a positive effect on the transformation of followers. Through
the power of their vision and personality, transformational leaders inspire followers to shift
their expectations, motivations and perceptions, and thus look toward common goals.
Transformational leadership, therefore, concentrates on the identification of leadership
behaviours that impact on followers’ values and aspirations, to activate followers’ higher
order needs from security needs to self-achievement and self-actualisation needs. Followers
of such leaders are motivated to a higher sense of self as a result of their feelings of respect,
admiration, trust and loyalty (Burns, 1978).
Burns (1978) established the basis for transformational leadership theory; Bass (1985) refined
this view, contributing to the development of the theory of transformational leadership (Bass
& Avolio, 1994; Yukl, 1994; Judge & Piccolo, 2004; Miner, 2006). Bass (1985) agreed with
Burns’ (1978) view that transformational leaders do more than simply establish exchanges
and agreements with followers – they seek to improve followers’ attitudes and commitment
by applying moral values such as freedom, justice, equality and humanity. Studies conducted
by Bass and his colleagues (e.g., Bass, 1990; Bass & Avolio, 1994; Bass & Bass, 2008)
suggested that transformational leaders are able to inspire followers to perform tasks that are
beyond their simple interests and to achieve goals beyond the ones already established. Bass
(1985)-(cited in Yukl, 1994) states that transformational leaders influence followers to do
more than originally intended by “(1) making them more aware of the importance of task
outcomes (2) inducing them to transcend their own self-interests for the sake of the
organisation or team and (3) activating their higher order needs” (p. 351).
Bass’ view of transformational leadership theory led to varied opinions regarding the nature
of the relationship between transformational and transactional leadership (Yukl, 1994; Avolio
& Bass, 2002; Bass & Riggio, 2006; Bass & Bass, 2008). Most significantly, Burns (1978)
argued that a leader can be both transactional and transformational at the same time. In
contrast, Bass (1985) assumed that transformational leadership and transactional leadership
are distinct styles that are represented at opposite ends of a single continuum. Interestingly,
Bass (1985) believed that transformational leadership is an expansion of transactional
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leadership (Bass, 1990; Bass & Avolio, 1993). In regard to this distinction between the views
of Burns and Bass, this thesis supports Bass’ (1985) perspective that transformational
leadership and transactional leadership are distinct and different styles.
It is not surprising that transformational leadership has rapidly proven to be a popular
approach to leadership, not only over transactional leadership style but also over all of the
leadership approaches presented previously. Judge and Piccolo (2004) stated that there have
been more studies conducted about transformational leadership than about all the other
popular theories of leadership combined. There are three general reasons for the interest in
transformational leadership when compared with other leadership styles.
The first reason for the interest in transformational leadership is that the theoretical
foundation for its development was the exploration of the Trait, Behavioural, Attribute and
Situation approaches. Each of these approaches fails to account for some “untypical”
qualities of leaders, therefore a new approach combining all these styles was required. Hence,
a hybrid approach based on all these approaches (transformational leadership) was developed
to explore these new qualities for leaders (Hay, 1995).
Interest in transformational leadership is also linked to the heightened levels of competition
and changes in demographic factors, which have resulted in the creation of a turbulent,
unstable and competitive business environment that has influenced the leader-follower
relationship. Undoubtedly, these changes in the business environment have shifted the
attention of organisations away from traditional approaches of leadership to a more
collaborative, democratic and nurturing leadership style, designed to meet the needs of these
demanding environments and to ensure organisational survival. Transformational leadership
has been shown to be the preferred approach due to its ability to transform employees to
achieve organisational success (for a meta-analysis see Howell & Avolio, 1993; Bass, 1997;
Judge & Piccolo, 2004). Much of the research on transformational leadership indicates that it
is one of the most dominant approaches for enhancing individual and organisational
outcomes such as perceptions of job performance, job satisfaction and organisational
commitment (Bass, 1990; Dvir et al., 2002; Judge & Piccolo, 2004; Walumbwa et al., 2005b;
Wang, Law, Hackett, Wang & Chen, 2005; Nemanich & Keller, 2007; Walumbwa, Avolio &
Zhu, 2008; Walumbwa & Hartnell, 2011; Kovjanic, Schuh, Jonas, Quaquebeke & Van Dick,
2012), as well as showing that it has a substantial ability to change followers’ behaviours and
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attitudes in given situations (Nielsen et al., 2008a; Nielsen et al., 2008b; Nielsen, Yarker,
Randall & Munir, 2009).
The third reason for the increased interest in transformational leadership is that it is more
effective than other leadership styles for improving the motivation of followers and for
achieving desirable changes (Yukl, 1999; Hartog & Koopman, 2001; Hartog, Shippers &
Koopman, 2002). For example, in comparison with transactional leadership, the
transformational leadership style has the motivational power to influence employees when
organisations are facing challenges or distressing changes (Bass, 1985; Bass & Riggio, 2006).
Transformational leaders are able to increase followers’ confidence through interactions such
as convincing followers to display extra effort, exploring new ideas, and encouraging
followers to think creatively about complex problems that appear in these challenging times.
Bass (1997) advocated that “transformational leadership tends to be more effective and
satisfying, contingent rewarding is more effective and satisfying than managing by exception,
and managing by exception is more effective and satisfying than laissez faire leadership”
(p.137). Overall, transformational leadership can help followers meet new challenges during
organisational changes, such as redirecting their aims for development.
3.3.2 The role of transformational leaders in positively changing employees’ selfinterest
A review of transformational leadership paradigms suggests numerous behaviours (or
dimensions) that distinguish transformational leaders from other leadership styles (Rafferty
& Griffin, 2004). Yukl (1999) argued that these different propositions regarding the
behaviours of transformational leadership make the definition of transformational leadership
more ambiguous and difficult to determine. In response to this issue, this thesis uses Bass’
(1985) four behaviours of transformational leadership that have been proven to have
construct validity in assessing transformational leadership. These behaviours are well
researched and are labelled as idealised influence, inspirational motivation, intellectual
stimulation and individualised consideration. It has been assumed that individuals who
exhibit these behaviours look at the “whole picture” and have the potential to have a
transformative effect (Bass, 1990; Avolio & Bass, 2002; Harland, Harrison, Jones & ReiterPalmon, 2004). This thesis considers transformational leadership (incorporating these four
behaviours) as an independent variable that changes and inspires employees to achieve job
related outcomes. The influential role of each of the four behaviours is discussed next.
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The first dimension, idealised influence (or charismatic leadership) involves leaders’ ability
to build loyalty, respect and devotion from followers without any consideration for their own
self-interest. Leaders have confidence in their vision and sense of mission; they take
responsibility for their actions, and also exude purpose and trust (Bass, 1985). To be truly
transformational, leaders’ charisma must be characterised by high morals and ethical
standards. Thus, followers who are sure of the virtues of their leader will be less likely to
resist proposals for change from the leader. This results in followers who identify with their
leaders and at the same time followers who strive to emulate the leaders because idealised
leaders behave in ways that allow them to serve as role models for followers (Bass & Riggio,
2006). Followers enhance their efforts to reach the high standards of performance and
development exhibited by their leader, and recognise that their leader behaves in this manner
by choice rather than because the behaviour has been imposed upon them (Sivanathan et al.,
2004, p. 243).
Closely linked to idealised influence, the second dimension that transformational leaders
practice is inspirational motivation. When practicing this type of behaviour, leaders are likely
to inspire and motivate others around them by being emotionally appealing and providing
emotional support (Bass & Bass, 2008). Inspirational motivation involves leaders’ ability to
create a vision in a simple way that appeals to followers and makes them a significant part of
the organisation (Bass & Avolio, 1994). Thus, leaders establish and convey high expectations
that challenge and inspire employees to achieve more than they thought was possible.
Inspirational motivation also involves providing meaning and challenge to work in an effort
to involve followers in future outcomes, while clearly communicating high expectations
related to commitment of a shared vision (Bass & Riggio, 2006).
The literature suggests that leaders who practice inspirational motivation invest a significant
amount of time communicating with others and looking for initiatives that add value to
followers. The influence of transformational leaders “distinguished on the hierarchical scale
of moral development measured by Kohlberg’s conceptualisation” (Popper, Mayseless &
Castelnovo, 2000 p. 269) was classified as more morally advanced than that of transactional
leaders, and more successful in motivating followers to move beyond “Maslow’s (1954) need
hierarchy from needs for safety and security to needs for achievement and self-actualisation”
(Bass, 1995 p. 467). As a result, followers are motivated to transform and go beyond their
self-interest for the sake of the organisation or the group, due to their intense feelings of
respect, admiration, trust and loyalty.
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Intellectual stimulation – the third dimension of transformational leadership – is described as
a “leader’s ability to stimulate followers’ efforts to be innovative and creative through
questioning assumptions, taking calculated risks, and seeking the input of followers” (Bass &
Riggio, 2006 p.5). Intellectual stimulation leaders create a supportive environment where
followers are encouraged to think creatively (Avolio and Bass 2002). Leaders who hold this
behaviour seek differing perspectives in solving problems by looking at problems from
various angles. Thus, followers feel safe to try creative and innovative approaches to solve
problems without the threat of their ideas being publicly criticised. The major roles of
intellectual stimulation leaders are to stimulate their followers to independently submit ideas,
and to solve problems in new and creative ways, even if they personally lack the logic to do
so (Bass & Avolio, 1994; Bass & Bass, 2008).
The final dimension of transformational leadership, individualised consideration, relates to a
leader’s ability to act as a mentor or coach. Bass (1985) stated that leaders engage in
individualised consideration when they show a developmental orientation towards followers.
Individualised consideration refers to a leader who demonstrates individualised attention
towards their followers by identifying and responding to followers’ needs, displaying
acceptance of individual differences and paying special attention to followers’ needs for
achievement and growth (Avolio & Bass, 2002; Bass & Riggio, 2006). Through these
behaviours, leaders increase the expected level of responsibility assumed by their followers.
The aim of the leader is not simply to meet a requirement or to maximise the performance of
followers. Instead, it is aligned with personal development and followers’ experience of
challenges in their work activities (Bass, 1990; Avolio & Bass, 2002). Individualised
consideration leaders develop followers by delegating tasks and then monitoring the tasks to
determine whether followers require further direction or support.
In summary, it can be argued that supervisors who engage in the four behaviours of
transformational leadership have the potential to motivate and positively change followers,
and ultimately change the organisations in which they lead. Transformational leaders can
achieve these changes by instilling loyalty, respect and devotion in followers, inspiring and
motivating followers to perform beyond expectations, creating an environment where
followers feel trusted to be innovative and creative, and demonstrating individualised
attention towards each follower so followers can reduce their negative behaviours, thereby
helping to achieve superior results. A transformational leadership style can also raise morale,
broaden and enlarge the interests of followers, realign followers’ values and norms, and truly
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engage followers in the task at hand. Ultimately, a transformational leader is able to motivate
followers to do more than they originally intended and often even more than they thought
possible (Jung & Avolio, 2000; Avolio & Bass, 2002).
Many of the positive outcomes of transformational leadership relate to the commitment and
level of engagement demonstrated by the followers. The relationship between
transformational leadership and employee engagement is one of the key areas of interest for
this thesis. The relationship between transformational leadership and the attributes of
employee engagement are presented in the following section.
3.3.3 Thesis aim 1: The direct relationship between transformational leadership and
Schaufeli et al.’s (2002) Three Factor model of employee engagement
As noted, there are three attributes of employee engagement in the workplace: vigour,
dedication and absorption (Schaufeli et al., 2002). Several explanations for the impact of
transformational leadership on these attributes have been provided. The following discussion
will consider the relationship between transformational leadership and each of these three
attributes of employee engagement.
I.

Transformational leadership and employee attributes of vigour

Transformational leadership can enhance employees’ feelings of engagement at work through
the provision of a role model leader or a leader demonstrating idealised influence behaviour.
Bass and Bass (2008) show that, when implementing a vision, a transformational leader can
act as a role model leader who builds loyalty and instils pride in followers. When employees
feel that their immediate managers value them as more than simply employees and feel that
they are respected, they are more likely to admire and emulate managers (Jung & Avolio,
2000; Kark & Shamir, 2002), show a higher level of trust in them (Walumbwa et al., 2004),
and strive to emulate them with respect to their vision (Bass & Riggio, 2006). Employees
who are certain of the virtues or visions of their managers will be less likely to resist
proposals for change and more likely to perform risky tasks. Therefore, followers are
encouraged to perform effectively, and invariably reciprocate by being energised to move
beyond their own self-interests in order to make a better contribution towards the group
(Shamir et al., 1993). According to the Self-Concept based theory, when managers establish
themselves as examples for employees, employees’ personal values and contributions will be
enhanced, followers’ build their self-confidence with respect to goal attainment, and as a
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result there is greater likelihood that they will become energised to engage in work (Shamir et
al., 1993).
Transformational leadership may also generate feelings of engagement from employees
through interpersonal relationships that increase when managers engage in individualised
consideration behaviour. Managers who demonstrate individualised consideration behaviour
are likely to encourage two-way communication and acknowledge followers’ needs for self
growth in work (Avolio & Bass, 2002; Bass & Riggio, 2006; Bass & Bass, 2008). One of the
most influential theories in organisational behaviour literature that could be used as an
underlying theory to explain this relationship is the Social Exchange Theory (SET) (Blau,
1964). This theory is developed on the premise of subjective cost-benefit analysis and the
comparison of alternatives. It indicates that the series of interactions that can occur between
two parties (e.g., the manager and followers) will usually create obligations from one party to
another. Therefore, a party is likely to reciprocate according to the social exchange theory.
The application of SET on the relationship between the individualized consideration
behaviour and engagement can be presented as follows. When a manager demonstrates
genuine consideration for employees’ needs by recognising them as human beings and
facilitating the resources and information needed, employees are more likely to be motivated
to cooperate fully with the manager thereby improving their feelings of belonging to the
organisation (Zhu et al., 2009). Because of their enhanced sense of belonging, employees
seek to reciprocate this special attention through behaviours such as increased accountability
and giving their best efforts in their work.
It is believed that if a manager provides important personal resources to followers (such as
care, consideration and respect), followers are likely to perceive that the workplace as
supportive, and in turn help create a sense of obligation to reciprocate positively to this
support. Researchers have argued that this reciprocation could be in the form of many
desirable feelings such as engagement at work (Saks, 2006). Schaufeli and Bakker (2004)
characterised engaged employees as those who provide higher levels of effort in work and
experience higher energies while working. These characterisations are described by the term
vigour. Thus, it can be argued that idealised influence and individualised consideration
behaviours are related to employee attributes of vigour – the first dimension of employee
engagement at work.
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II.

Transformational leadership and employee attributes of dedication

Intellectual stimulation leadership produces a supportive organisational climate (Avolio &
Bass, 2002) which can contribute to the development of followers’ attributes of engagement
at work. Through this leadership behaviour, managers stimulate their employees’ efforts to be
more creative and innovative by questioning old assumptions and solving problems through
fresh perspectives (Bass & Riggio, 2006). By eliminating criticism from leaders about
employees’ creative contributions at work, the transformational leadership style is likely to
enhance the intrinsic motivation of followers, and thus build high levels of dedication (Bass
& Avolio, 1994; Avolio & Bass, 2002; Bass & Bass, 2008). In contrast, when workers
constantly perform at a high level and their efforts are not recognised or are criticised
(without providing followers with reasons for these criticisms), it is expected that followers’
intrinsic motivation will be reduced, thereby negatively influencing their self esteem at work.
Taking into account that engaged employees are involved and enthusiastic about accepting
greater responsibilities in challenging work (Schaufeli et al., 2002), managers who exhibit
transformational leadership behaviours influence employees’ involvement in work, which is
linked to the attributes of dedication – the second dimension of employee engagement.
III.

Transformational leadership and employee attributes of absorption

Engaged employees have been characterised as being completely concentrated and happily
engrossed while doing their job (Schaufeli & Bakker, 2004). Often, these employees find it
hard to detach themselves while working. Through inspirational motivation, a leader presents
a vision of the future that appeals to followers and makes them a significant part of the
organisation (Bass & Avolio, 1994; Piccolo & Colquitt, 2006). A vision offers a picture of
the future that consists of values, hopes and ideals. Inspirational motivation leaders are
capable of establishing and conveying high expectations that challenge and inspire followers
to achieve more than they thought was possible (Bass & Riggio, 2006). Motivational leaders
often depend on idealistic visions and persuasive communication to influence followers to
immerse themselves in their work. Shamir et al. (1993) argued that “supervisors who use
verbal persuasion and emotional appeals act as a powerful source for motivating
subordinates’ effort, therefore developing a sense of identification in subordinates with their
work unit” (in Piccolo & Colquitt, 2006, p. 329). Linking these arguments together,
inspirational motivation can be related to employee concentration and difficulty detaching
from work, which are all related to the third dimension of employee engagement: absorption.
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Overall, although many studies have used Bass’ theory of transformational leadership to
explore the influence of transformational leadership, the majority of researchers have sought
to examine transformational leadership by combining the four behaviours of transformational
leadership in a higher order construct (e.g., Walumbwa et al., 2008; Liu et al., 2010). This
was largely because the correlation between the four behaviours of transformational
leadership is high and these four behaviours have not shown discriminant validity in
influencing followers’ attitudes and behaviours (Bycio, Hackett & Allen, 1995). Similarly,
this thesis hypothesise that a manager who acts as a role model, and exhibits individualised
consideration, inspirational motivation and intellectual stimulation behaviours (i.e., the four
transformational leadership behaviours) is able to influence employees to show attributes of
engagement at work.
3.4

Chapter summary

This chapter has discussed leadership as an essential factor of both leader and follower
experiences and outcomes in the workplace. The purpose of this chapter was to explore the
relationship between leadership and employee engagement. Initially, an overview of the
development of previous leadership theories was provided, leading to the creation of
transformational leadership. The contribution and rationale of using transformational
leadership over other leadership styles was then discussed. After outlining the four heavily
researched behaviours of transformational leadership, the relationship between these
behaviours and employee engagement attributes was explored. It was concluded that, due to
the strong impact that transformational leaders have on employees, it is likely that
transformational leadership influences employees’ attributes of engagement at work.
Therefore, the prevalence of employees who are vigorous, dedicated and absorbed at work is
expected to increase under a manager who displays transformational leadership behaviours.
Chapter 4 will present the current state of knowledge about meaningful work in an effort to
conceptually address the second aim of this thesis.
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4

4.1

THE MEDIATING ROLE OF MEANINGFUL WORK IN EXPLAINING THE
RELATIONSHIP BETWEEN TRANSFORMATIONAL LEADERSHIP AND
EMPLOYEE ENGAGEMENT: REVIEW OF MEANINGFUL WORK
LITERATURE
Introduction

As individuals spend much of their time engaged in work, the need to experience meaningful
work is of great significance. Due to the importance of this issue, numerous researchers have
studied the role of personal meaning in work and its related outcomes. Despite this high level
of interest, the various theoretical views and methodological approaches for defining the
concept still require exploration. Without a comprehensive review of these perspectives and
empirical research, how the second and third aims are addressed in this thesis will not be as
well-informed. This chapter, therefore, is divided into two main sections. Generally speaking,
the first section evaluates the current state of knowledge about meaningful work. The second
section reviews the relevant research on the role of meaningful work in explaining the effect
of transformational leadership on employee engagement.
More specifically, the content of the chapter is organised as follows. Section 4.2 presents the
concept of meaningful work, its importance and the sources for conceptual confusion. Section
4.3 outlines dominant theoretical frameworks of meaningful work and their application by
researchers in empirical studies. Section 4.4 outlines the common features found in
meaningful work research, which advances the understanding of meaningful work that
situates the aims of this thesis. Section 4.5 reviews the conceptual logic and empirical
evidence that justify the role of meaningful work in explaining the relationship between
transformational leadership and employee engagement. Section 4.6 presents a summary of
this chapter.
4.2

Meaningful work

To date, there has been considerable interest in understanding the concept of meaningful
work. This section outlines three key aspects of this concept, namely the underlying concept
of meaningful work, the importance of experiencing meaningful work, and the sources of
confusion related to meaningful work.
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4.2.1 The underlying concept of meaningful work
In the past, the concept of ‘meaning’ has been considered to be too philosophical to be
applied to the practical world of work (Schlechter & Engelbrecht, 2006). However, the
contemporary work environment has created increased interest in this concept. Scholars in
the organisational literature agree that individuals’ primary motive is to look for work that is
meaningful, personally fulfilling and gives them motivation (Hackman & Oldham, 1976;
Britt, Adler & Bartone, 2001; Chalofsky, 2010). This perspective is evident in some of the
previous work on motivational theories. For instance, Maslow’s Hierarchy of Needs (1954)
indicates that once the lower survival needs which involves psychological, safety and social
needs are met, individuals seek to address their higher order needs, which involves
progressing from ‘belonging’ to ‘esteem’ to ‘self-actualisation’. Experiencing personal
meaning in work has been shown to relate closely to satisfying these higher order needs
(Chalofsky, 2003; Chalofsky, 2010). According to Chalofsky (2010), once these needs are
met, individuals will seek a job that is meaningful and fulfils their life purpose. Thus,
individuals seek to experience meaningful work that gives them a sense of motivation.
Hackman and Oldham (1976) established the interconnection of meaningful work and
personal motivation and found that meaningful work – in addition to feedback and autonomy
– maximises the possibility of internal motivation.
The concept of ‘work’ is considered to be an important aspect of a person’s life, because a
significant part of most people’s lives is devoted to their job (Baumeister, 1991;
Wrzesniewski, 2003). Work provides individuals with self-identity and self-worth; every
employee seeks to find this in their workplace. Accordingly, many researchers have studied
meaningful work because of its imperative role in personal life (Steger & Dik, 2009) and
because workers increasingly work to fulfil their psychological, social, and financial needs
(Rosso et al., 2010). Therefore, it is essential for management to understand their
responsibility for ensuring that employees are highly motivated. This responsibility requires
them to first understand how their employees perceive their jobs. The literature suggests
numerous needs for deriving personal meaning in work, such as the needs of self-purpose,
self-efficacy, self-worth and comprehension (Baumeister, 1991; Steger & Dik, 2010). These
needs are discussed in more detail in Section 4.3.1.
Overall, individuals’ motivation to achieve certain needs contributes to their experience of
meaningful work in their organisation. The next section outlines the importance of
meaningful work.
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4.2.2 Importance of finding meaningful work
The importance of finding or experiencing meaningful work has been considered across
several disciplines, with the greatest prevalence in the existential psychology and existential
social science discipliners. Researchers in psychology approach meaning in individuals as a
subjective interpretation of work experiences and interactions. Researchers in social sciences
examine meaning in terms of the norms or shared perceptions of individuals. For example,
Sosik (2000) describes meaning as the recognition of order, importance, coherence, worth
and purpose of one’s existence. Despite variations in the construction of the research, the
findings from numerous cross-sectional, longitudinal, individual and organisational level
studies revealed the significance of meaningful work in predicting a series of required
outcomes.
The literature demonstrates the importance of finding meaning in work in predicting
individual and organisational outcomes. Many authors have identified outcomes for workers
derived from meaningful work, including workers’ well-being (Arnold et al., 2007; Nielsen
et al., 2008b), workers’ job and life satisfaction (Wrzesniewski, Mccauley, Rozin &
Schwartz, 1997), and a reduction in workers’ withdrawal behaviours (Steger, Dik & Duffy,
2011). Organisational outcomes have also been identified; these include organisational
commitment (Wrzesniewski, 2003; Morin, 2009), decreased staff turnover (Clausen & Borg,
2011) and decreased absenteeism (Steger et al., 2011). In contrast, when workers experience
a lack of personal meaning in their work, they are exposed to experiencing negative outcomes
such as stress symptoms (Isaksen, 2000), becoming workaholic to a point that would impose
harm (Steger & Dik, 2010), psychological stress (Morin, 2009), long-term absence due to
sickness (Clausen, Christensen & Borg, 2010), and cynicism (Holbeche & Springett, 2004).
These outcomes that link to the importance of meaningful work, as well as changes that have
occurred in the workplace environment, have informed researchers’ study of the concept of
meaningful work and confirmed the relevance of their findings. It has been found that
meaningful work is a better predictor of work-related outcomes than other indicators that
were previously used for this purpose (see Steger et al., 2011). Recently, Fairlie (2011b)
stated that the value of indicators such as job satisfaction and work ethics has decreased over
the last few decades when considered in relation to the achievement of desirable
organisational outcomes for employees. This increased interest in studying meaningful work
is reflected by the appearance of the term meaningful work in different models and theories,
such as in the Empowerment model (Spreitzer, 1995), Spirituality Model (Milliman,
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Czaplewski & Ferguson, 2003), Job Characteristics Model (Hackman & Oldham, 1976),
Charismatic Leadership Theory (Shamir et al., 1993), Employee Personal Engagement
(Kahn, 1990) and Work Centrality (Mow International Research Team, 1987).
While it has been shown that meaningful work plays a significant role in predicting required
outcomes for workers, the different presentations of the concept (as shown in the above
models and theories in which it appears) may contribute to the conceptual confusion of
meaningful work. The next section reviews the sources of conceptual confusion that make
meaningful work difficult to define, and the reasons it is important to understand these
sources of conceptual confusion.
4.2.3 Sources of conceptual confusion relating to meaningful work
Rosso et al. (2010) argued that, despite the importance of finding meaningful work and the
prevalence of studies related to the concept, there is no generally agreed definition for the
term. Indeed, published research has confirmed the perspective that meaningful work is an
ambiguous term. For example, recently scholars such as Steger et al. (2011) identified the
need for greater understanding when referring to work as meaningful. Wrzesniewski (2003)
argued that as there is little agreement on the definition of meaningful work, its interpretation
is often “left to the imagination of the reader or to the interpretation of the research
respondent” (p. 297). More recently, Rosso et al. (2010) argued that based on the fragmented
nature of meaningful work, there is confusion about what is known about meaningful work
and its identity. Hence, in order to direct the understanding of meaningful work in this thesis,
it is important to understand the sources of this conceptual confusion.
These inconsistencies and the lack of understanding related to meaningful work can be
derived from several sources. Four reasons for this confusion have been identified in the
literature. Firstly, people are complex and unique; therefore, what is meaningful for one
person may not be the case for another. Wrzesniewski (2003) argued each person senses
different meanings in different ways according to their personal internal experience and
sources of meaning. This can be illustrated by an example from Caudron (1997), who stated
that if a researcher asked five workers what makes their work personally meaningful, they
will receive five different answers, each with different view or perspective. Adding to this
picture, the rapid transformations that occurred in recent decades – such as changes in
economic conditions, globalisation, the expanding complexity of organisational structures,
and increases in job requirements and technological development – impact on workers’
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behaviours and their personal perceptions of meaningful work (Cartwright & Holmes, 2006;
Kuchinke, Kang & Oh, 2008; Chalofsky, 2010). Thus, previous studies that have neglected to
understand the impact of the environment on workers’ experience of meaningful work may
not fully depict the reality of meaningful work, and therefore may be irrelevant to the present
situation (Rosso et al., 2010).
A second possible source of this conceptual confusion is the concept of ‘meaning’, which
different authors perceive and describe in different ways. For example, Csikszentmihalyi
(1990) refers to ‘meaning’ from three different perspectives: the first perspective describes
‘meaning-making’ as generally describing the process of identification and clarification of a
concept; the second perspective views ‘meaning’ in reference to the intention that an
individual has about a subject/thing; and the third perspective considers ‘meaning’ to be the
reason for an employee to work productively. It is important to note that, although
distinctions can be drawn between the three perspectives of ‘meaning’, they are
interdependent. For example, in order to sense something that is significant (third
perspective), you should have the intention to do so (second perspective). To illustrate, an
individual will experience meaningful work when he or she is able to identify the importance
of certain tasks and personally establish an intention to achieve them. Thus, leaders need to
understand what represents affirmative meaning to their employees.
The third possible source of conceptual confusion surrounding the term meaningful work is
the establishment of the association between ‘meaning’ and ‘work’. Many different terms
result when linking ‘meaning’ with the word ‘work’. The literature includes many examples,
such as meaning at/in/of work, meaningfulness in working, meaningfulness at work, and
work meanings. In some cases, even within a single study, several explanations are presented
to explain the relationship between the two terms (Davis, Nolen-Hoeksema & Larson, 1998;
Pratt & Ashforth, 2003; Steger et al., 2011). Chalofsky (2003) argued that linking these two
terms is challenging and produces three different terms, namely: meaning at work, meaning
of work, and meaning in work (or meaningful work). Firstly, meaning at work involves a
relationship between the employee and the organisation or the workplace, in terms of
commitment, loyalty and dedication. Secondly, meaning of work refers to a sociological and
anthropological concern for the role of work in society – in terms of the norms, values and
traditions of work in people’s day-to-day lives. Finally, meaning in work is an inclusive state
of being where each individual expresses the meaning and purpose of their life through work

77

activities (p. 73). These diverse explanations of meaningful work from a single author
highlight the difficulties associated with establishing a clear definition for the concept.
For Pratt and Ashforth (2003), meaningful work is perceived differently and is explained in
two distinct forms of meaningfulness: meaningfulness at work and meaningfulness in
working. Meaningfulness at work refers to the membership in social aggregate that shapes a
person’s identity. This identity is created by integrating a person’s identity with his role and
membership. Meaningfulness in working refers to the significance of the tasks for an
employee (Pratt & Ashforth, 2003; Cohen-Meitar, Carmeli & Waldman, 2009). To
differentiate between Chalofsky (2003) and Pratt and Ashforth (2003), the former refers to
individuals’ perceptions of work as valuable, while the latter attaches work to an individual’s
self-identity.
Other researchers have argued that many authors use the terms ‘meaning(s)’ and
‘meaningfulness’ interchangeably. Rosso et al. (2010) argue that the terms do not have the
same meaning. They elaborated that, in reference to ‘work’, the term ‘meaning’ is an output
that results from having made sense of something in work, or the employee’s perception of
the role of the work in his life setting. Here, Rosso et al. (2010) claimed that the term
‘meaning’ in the literature usually refers to the positive traits of the concept, whereas
meaningfulness refers to the significance that an employee attributes to his work, which
differs considerably between individuals. Therefore, what is considered highly meaningful to
one person may be seen as meaningless for another.
As observed from the examples presented in preceding paragraphs, the association between
‘meaning’ and ‘work’ has led to many conflicting perspectives in the definitions and
conceptualisations of

meaningful work. To reduce the conflicts that exist in

conceptualisations of meaningful work, several scholars have identified the need for
researchers to be more precise and explicit in their definitions when assessing meaning in
reference to work (Steers, Mowday & Shapiro, 2004; Rosso et al., 2010).
Finally, the appearance of meaningful work as a prominent factor in multiple models may
have also contributed to the complex explanations of meaningful work and the sources used
to define meaningful work. Of particular note is the variety of different explanations of ‘the
meaning of work’ employed by researchers, with the basis of these explanations ranging
broadly to cover work centrality in comparison to other domains (Mow International
Research Team, 1987), deeper levels of purpose and significance, self-identity (Pratt &
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Ashforth, 2003) and orientations and beliefs that a person holds toward work (Wrzesniewski,
2003). Other researchers consider meaningful work as a broad term that is assessed through
other well-defined terms (Britt et al., 2001; Fairlie, 2011b). This, in turn, results in the
development of different sub-domains of meaningful work, each of which indicates a
different integration of the two terms.
Hence, in order to establish the common features of meaningful work, it is vital to review the
appearance of this concept in several frameworks. Ten theoretical models are reviewed for
this purpose. These are:


The MOW Framework (1987);



Job characteristics model (Hackman & Oldham, 1976);



Baumeister’s (1991) framework of needs;



The Chalofsky triple model of meaningful work, which is based on finding sense
of self, of the work and work/life balance (2003; 2010);



Pratt and Ashford’s model (2003), which defines meaningfulness with work on the
basis of self identity theory;



Isaksen’s model of meaningful work (2000), which is based on the degree of fit
between employee traits and environment characteristics;



Wrzesniewski’s (2003) perspective on employees’ orientation towards work;



The three approaches for studying meaning (Morin, 2009);



Steger and Dik’s (2010) framework, which states that meaningful work is found
when there is a sense of comprehension and purpose towards work; and



Martela’s (2010) framework, which is based on the discourse that employees are
integrally connected to the fundamental human need for meaningfulness in life,
and that the experience of meaningful work must play a major role in fulfilling this
need.

It should be noted that the first two models are categorised under the Work-related conceptual
frameworks and the remaining eight come under the Human- centred conceptual frameworks.
These two major frameworks are explained in more detail under section 4.3
In summary, the concept of meaningful work can be perceived in different ways. This has led
to many disagreements among researchers in the field. Section 4.3 highlights the diverse
interpretations of the concept, and outlines the dominant frameworks that have been built on
the meaningful work concept. It is important to note that the following review does not
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criticise any of these frameworks or theories; rather it seeks to review and clarify the
experiential dimensions of meaningful work to identify general common features. These
findings will potentially enrich the current understanding of meaningful work and clarify the
concept further, to achieve the proposed aims of this thesis.
4.3

Previous studies on meaningful work: Towards a further explanation of the
meaning of meaningful work

Section 4.3.1 outlines the conceptual frameworks of meaningful work. Section 4.3.2 outlines
several empirical studies that have used this concept.
4.3.1 Conceptual perspectives (frameworks) of meaningful work
Scholars have identified several distinctions among the conceptual frameworks of meaningful
work presented in the literature. The conceptual frameworks of meaningful work can be
divided into two categories: work-related and human-centred.
I.

Work-related conceptual frameworks

Within existing work-related conceptual frameworks, meaningful work is found in two
forms: the importance of working in a person’s life; and consideration of the context in which
the job is conducted.
The first form of meaningful work - the importance of working in a person’s life incorporates both its incremental and expressive meaning in that person’s life. This
representation views work as more than simply necessary to get money to help meet physical
needs such as eating and shelter. Rather, it is linked to an individual’s self-concept, identity
and social standing. Two models that use this form of meaningful work are highlighted: The
MOW Framework (1987) and the Job Characteristics Model (Hackman & Oldham, 1976).
The MOW Framework (1987) was developed to investigate how people evaluate their work
heuristically. Harpaz and Fu (2002) reviewed this framework and added that meaningful
work emerges based on the strength of the relationship between an individual and the domain
of work, however, the experiences differ based on individuals’ expectations. The MOW
Framework (1987) listed meaningful work as a term that is comprised into five dimensions
(Harpaz & Fu, 2002):
1)

Work centrality: which is concerned with how much significance a person perceives
work to have in comparison with other areas of life such as leisure, religion, and
community;
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2)

Societal norms, which considers the opportunities in work and the obligation of work
toward the society;

3)

Valued work outcomes, that is, outcomes that are sought through working (for
example, job satisfaction);

4)

Importance of work goals, which refers to a person’s work objectives and the
importance of these objectives to that person; and

5)

Work role identification, which considers the degree to which a person identifies and
evaluates work in terms of various roles and their function (Harpaz & Fu, 2002, p.
641).

These five dimensions have been shown to be empirically and theoretically related to
meaningful work (Kuchinke et al., 2008; Kuchinke, Ardichvili, Borchert & Rozanski, 2009).
Although the MOW Framework is often considered as a basis from which assessment of
meaningful work can begin, recently, Clausen and Borg (2011) have argued that the
understanding of meaningful work in this MOW Framework is comprehensive “as it
simultaneously focuses on work as a social institution [societal norms regarding work] and
more individually held work-related values [work centrality as a life role, valued work
outcomes, importance of work goals and work role identification]” (p. 666).
The second form of meaningful work represented in existing work-related conceptual
frameworks is consideration of the context in which the job is conducted. One such wellknown framework is the Job Characteristics Model (Hackman & Oldham, 1976). The Job
Characteristics Model describes ‘meaningful’ as the extent to which the job is seen as making
a difference for workers by helping them to experience work as generally important, valuable
and worthwhile (Hackman & Oldham, 1976, p. 63). Hackman and Oldham (1976) suggest
that motivational job tasks with certain core features influence meaningfulness of work as
one of the critical psychological states necessary to the development of internal work
motivation. They determined several characteristics that help in experiencing meaningfulness
in work. Hackman and Oldham proposed five core job characteristics: skill variety, which is
the degree to which a job involves a variety of tasks that require a variety of skills; task
identity, which is the degree to which a task allows the individual to do something from
beginning to end, with a tangible, identifiable result; task significance, which is the degree to
which a task has a substantial impact on the welfare or work of other people, whether in the
organisation or in the community; autonomy, which is the extent the job is seen as a place
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that gives personal initiative in performing the work; and job feedback, which is the extent
that the job, itself, provides information about job performance.
Enriching the job with skill variety, task identity and task significance are essential to
experience meaningfulness in work (Hackman & Oldham, 1980, p. 83). The perspective of
assessing meaningful work according to these characteristics was applied in several empirical
studies (Nielsen et al., 2008a; 2008b).
Although these work-related frameworks have contributed to the understanding of
meaningful work, Steger et al. (2011) argued that “it is quite common for there to be
comingling between the sources of meaningful work and the experience of meaningful work
itself” (p. 2). Indeed, numerous studies have tested meaningful work by assessing the causes
of meaningful work, rather than testing meaningful work itself (e.g., Kuchinke et al., 2008).
In response, several frameworks have been developed to understand the nature of meaningful
work itself in a specific and dynamic way. This is evident in the work of Rosso et al. (2010),
who found that recent researchers have developed specific models for understanding
meaningful work rather than taking the comprehensive perspective previously favoured (p.
4).
II.

Human-centred conceptual frameworks

Human-centred conceptual frameworks can be classified based on three different approaches.
The first approach is concerned with the significance of work and the value that a person
perceives in the work (Baumeister, 1991; Chalofsky, 2003; Pratt & Ashforth, 2003; Steger &
Dik, 2010). Here, workers seek to do more than just make sense of the work; they need work
that has importance, significance and purposefulness. The second approach is concerned with
the levels of fit or coherence between an employee’s core values (such as integrity, trust, and
respect) in relation to the job and the work characteristics (e.g., organisational mission)
(Isaksen, 2000; Scroggins, 2008; Morin, 2009). Morin (2009) argued that frameworks that
use this approach in relation to meaningful work have dominated the organisational
behavioural literature. When an employee finds this coherence effect, he feels that the work is
more likely to provide him with a sense of psychological security and serenity. This in turn
helps him to cope with the challenges that are involved in performing his tasks, hence his
sense of meaningful work. The final approach is related to the individual orientation of
shaping work; that is, what kind of value a person seeks in work. This is the value that builds
a person’s intentions to achieve desired goals. This approach is mainly presented in the work
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of Wrzesniewski et al. (Wrzesniewski et al., 1997; Wrzesniewski, 2003). These three
approaches are relevant for explaining meaningful work per se. Due to the level of detail on
which this review was based, the main studies and dominant frameworks that use the humancentred approach are summarised in Table 4.1. This summary includes the context,
description and sources for meaningful work in each of the studies.

83

Table 4.1: Summary of some human-centred studies and conceptual frameworks
Approaches

Reference/ label

Context

Description

Sources of meaningful work

Significance of

Baumeister (1991) / Meaningful work is a Meaningful work is defined as “a shared Baumeister (1991) stated that meaning is

work and value

Meaningful work

derived from
work

critical component for mental
finding meaning in life.

representation

of

possible derived from four related needs; namely,

relationships among things, events and the needs of purpose, the needs of
relationships; thus meaning connects things”

reason value, the needs of self-efficacy,

(p. 15). Two broad categories are indicated in and the need for feelings of dignity and
this definition. Firstly, to categorise and self-worth. Purpose direct individuals’
distinguish the patterns in one’s environment.

attention to what is important. Individuals

When employees face a unique situation or with a need for purpose, needs to have an
event, they are usually motivated to ask object, aim and goal for living to direct
themselves and understand why such a future states. Value is found when
situation occurred and how it relates in individuals’ believe that what they are
general to their understanding of the jobs, doing is valuable and desirable. Values
organisations and their lives. By having a contribute to the amount of effort that a
sense of meaningful work, employees are person is ready to exert (Sosik, 2000, p.
more likely to organise situations in a way 62). Efficacy refers to the feelings that
that allow them to place the events in a more individuals have of control over one’s
complex
However,

84

and

turbulent

without

this

environment. destiny and effectiveness in events. Selfsense

of worth needs appear when individuals

meaningfulness at work, the workplace would have the feelings that they contribute to
be a disordered and random place. Secondly, the common good and their opinions are
sense of meaning enhances employee’s self

respected and favoured. Overall, each of

control and the regulation of internal states. these needs is relevant in making an
Employees are more likely to sense meaning employee’s

work

more

meaningful

when they are faced with events where they (Sosik, 2000).
are more likely to think and behave in ways
that support their orderly environment.
However,

without

meaning,

employees’

behaviours are directed by their own impulses
and instincts (Markow & Klenke, 2005).
Steger and Dik

Meaningful work

Engagement in meaningful work arises when Two sources for meaningful work: sense

(2010) /

studied in terms of the

a person has a clear sense of self, an accurate comprehension and purpose toward

Engagement in

internal traits of the

understanding of the nature and expectations work. Specifically, comprehension refers

Meaningful work

individual rather than

of their work environment, and understands to people’s ability to make sense of their

the external

how to transact with their organisations to selves and how their experience in work

characteristics of the job

accomplish work objectives.

fit the organisation. Mainly, these authors
argued that comprehension appears when
employees develop a sense of selfidentity by understanding how their roles
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contribute

to

the

purpose

of

the

organisations and the life around them.
The relationship with colleagues and
clarifying the personal roles in society are
considered essential for comprehension.
Purpose, on the other hand, refers to
“people’s identification of, and intention
to pursue, particularly highly valued,
over-arching life goals.” (p. 133). People
need to be able to recognise and follow
life goals that have personal value. When
work provides a clear understanding of
the participative role in fulfilling the
purpose for the organisation, people are
more likely to understand how they fit in
and contribute to the organisation. This in
turn will, help them to connect to the
greater good and hence need of purpose is
found.

86

Chalofsky (2003)/

Motivational construct

Chalofsky (2010) stipulates that experiencing For Chalofsky, the question of describing

meaning in/at/of

meaningful work isn’t just only about the a person to have meaningful work is

work

extrinsic benefits person needs in work; it is related to his ability to balance between
about the sense of balance that arise when multiple sources to help employees to
there is an interaction between individual’s

build intrinsic motivation. These are

competencies purpose, values, relationships represented

in

a

framework

which

and activities that a person pursues in life (p. includes sense of self (individuals need to
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Chalofsky

(2003)

developed

his have a clear sense of their own identity

framework based on the claim that deeper the and understand the relationship with
levels of intrinsic motivations, the more these other), the work itself (the requirement of
individuals perceive work as meaningful.

the job must be related to values and
connections which makes the workplace

Chalofsky (2003) describes three types:
meaning at work, meaning of work, and
meaning in work (or meaningful work).
Firstly,

meaning

at

work

involves

a

relationship between the employee and the
organisation or the workplace, in terms of
commitment,

loyalty

and

dedication.

Secondly, meaning of work refers to a
sociological and anthropological concern for
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worthwhile), and finally, the sense of
work life balance (whether the work
complement or compete individuals’
personal life). When individuals balance
between these sources, they will have the
ability to express self through work
activities. In turn, they will enhance their
identities with job tasks.

the role of work in society-in terms of the
norms, values and traditions of work in the
day-to-day life of people. Chalofsky (2003)
further stated that meaning in work or
meaningful work is an inclusive state of being
where individuals express the meaning and
purpose of their lives through activities in
work (p. 73).
Pratt and Ashforth

They

associated They refer to meaningfulness as a subjective Work is to be derived or sensed as

(2003)

meaningful work with sense of the individual that “enhanc[es] the

(a)

integration

meaningfulness in

the self identity theory roles, tasks and work that individuals identification with roles

and the

work

as a type of sense perform, or enhanc[e] the characteristics of memberships one find in the job (b) when

meaningful

through

making. They focused group membership and/or attendant goals, individuals perceive the work role and
on the nature of the values and beliefs” (p. 314).

contexts, at least, as purposeful and

relationship in the work Meaningful work is intensely connected with significant and (c) when there is some
environment as a basis the theory of identity. Self identify refers to form of person-job fit with three sources
for studying meaningful individual’s perception of ‘self’ in relation to
work.

of work: “the intrinsic qualities of the

any number of characteristics. Meaningful work itself, from the goals, values, and
work involves the ability to enhance one’s

beliefs that the work is thought to serve,

own identity by making the tasks one or from the organizational community
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performs at work intrinsically motivating and within which the work is embedded” (p.
purposeful. That is, when employees show 311).
sense of identity with a group which they
belong to, they will be more likely to enhance
the sense of meaningfulness they perceive in
working.
Two distinct forms of meaningfulness were
developed in this framework: meaningfulness
at work and meaningfulness in working.
Simply, meaningfulness at work refers to
membership in a social aggregate that shapes
a person’s identity created by integrating
personal identity with role and membership
whereas meaningfulness in working is the
consistency between employees’ and the
organisation’s identity that make the work
situation significant.
Steger, Dik and

Identifying

the This framework was built on the belief that Meaningful

Duffy (2011)/

experiential dimensions meaningful work is a subjective term that reciprocal

Meaningfulness

of meaningful work

work

results

dynamics

from

the

between

consists of three primary aspects: positive individuals and groups. The person
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work

meaning in work (the sense of which one’s
job

significantly matter

and

works to benefit the self and the

personally collective, and the fruits of this work

meaningful), meaning-making through work enhance both self and the collective (p.
(the individual sense of whether the job 3).
influences

the

individual

to

perceive

meaningfulness in life since meaning in work
and meaning in life are inseparable), and
greater good motivations (the desire to make
a positive impact on the greater good is
consistently related to the experience of
meaningful work, see p. 4).
Kahn (1990) /

Psychological condition The feeling that one is receiving a return for The data indicated that three factors

Psychological

of work

investments of one’s self in a currency of

generally

influenced

meaningfulness in

physical, cognitive or emotional energy. meaningfulness:

work

“People

experienced

psychological role

task

characteristics,

psychological
characteristics,
and

work

meaningfulness when they felt worthwhile, interactions. Furthermore, Kahn (1990)
useful, and valuable-as though they made a argued that psychological meaningfulness
difference and were not taken for granted.”

can be attained by providing employees

(p. 703-704).

with challenging work, variety, use
different skills, personal directions and

90

providing

opportunities

to

make

important contributions.
Martela (2010)/

Every person needs to Integrating from different streams of research, Four sources of meaningfulness in work:

Meaningful work is

find meaningfulness in Martela (2010) connects meaningful work job characteristics (the intrinsic qualities

treated as a

his own life. As work is with the extent to which individuals outsider of the work itself, goals and values the

psychological

a major part of persons’ life is able to fulfill a sense of meaningfulness work is thought to serve, and identity the

concept

life,

experiencing in life. Accordingly “meaningful work is

work provides); the individual (engaging

meaningful work must about making sense of the work in a way that in the job, goal oriented and the sense of
play a major role in not only makes work comprehensible but also need for meaningfulness), organisation
fulfilling this need.

provides a positive significance for one’s own

(feeling of self worth, emotions, sense of

existence” (p. 11).

contributions,

This study confirms

Baumeister’s (1991) view that meaningful organisational

and

leadership

practices)

and

and
finally,

work is derived from the individual’s ability wider society (providing the elements for
to satisfy the four needs.

the process, source of support for certain
interpretations, and source of resistance
for certain interpretations).

Martin (2000) in
(Overell, 2008 p.

Motivational construct

Meaning in work primarily relates
motivation.

to Meaningful work can be found when a
person

is

motivated

craft

three

10) /

motivations;

Meaningfulness in

(individual is looking after professional
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the

with

motives

work

ideals that induce talents and interests);
the

compensation

motives

(self

interested areas such as pay, power,
leadership recognition that employees
attract while working; and the moral
motives which includes trust, caring and
vocation).
Personal
coherence and

Isaksen (2000)/

Satisfactory

Meaning in work

mind

state

of Isaksen (2000) conceptualised meaningful Eight

scenarios

were

proposed

for

work as an intrapsychological process which deriving meaningful work. These range

alignment with

is to be experienced when there is interaction from (i) the attachment between an

work

between person’s coherence and their work employee and the workplace (ii) social

characteristics

characteristics. Similar to the perspective of relations that employees have at work (iii)
job characteristics model and the notion of outside

activities

that

employees

coherence (Morin, 2009), Isaksen (2000) experience in private life that make work
believed that meaningful work to be mainly easier (iv) the level of happiness that
concerned with the “reasons an individual has

employees feel when they learn new

for working, what he or she seeks to aspects

at

work (v)

the

level

of

accomplish by working and the continuity satisfaction employees feel when they
that he or she experiences in work” (p. 87). exert extra effort to do tasks (vi)
Workers experience meaningful work when employees’ contribution to others’ well
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there is a satisfactory state of mind that being (vii) the development of employee
results

from

the

interaction

between contributions

to

work

procedures,

individual characteristics (personality traits routines, and conditions, and finally, (viii)
such as desires and needs) and work the employee experience of autonomy
conditions (external events). On the other that gives a sense of freedom. However,
hand, when there is a poor fit between Isaksen found that only the first three
environment

and

self,

poor

working characteristics are important for finding

conditions and lack of beliefs of the attempts meaningful work.
to construct meaningful work, the workers
will not experience meaningful work.
Fairlie (2011b)/

Design of the job. This Meaningful work is defined as aspects of Seven characteristics were proposed.

Meaningful work

model was based on the one’s job or work environment that facilitate

These are intrinsic rewards, extrinsic

belief that specific job the attainment or maintenance of one or more

rewards, leadership and organisational

characteristics

features, supervisory relationships, co-

can dimensions of meaning (p. 2).

derive a sense of a

worker

meaningful workplace.

support and work demands and balance.
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relationships,

organisational

Wrzesniewski

Positive

orientation

(2003)/

scholarship.

towards the

Meaningful work

conceptual framework is framework proposed by Bellah (1985), that is employee’s

Personal

domain of work

organisational Wrzesniewski

(2003)

proposed

another Wrzesniewski (2003) describes three

This approach for meaningful work based on the different work orientations that affect
disposition

to

find

based on the nature of based on the notion that employees shape the meaningfulness in work. This model can
the orientation one has domain of work in general according to their be viewed on a continuum of three
for work.

own orientations, attitudes and beliefs.

orientations. The first orientation is job
orientation. Work can be experienced as
job orientation when people focus on the
material benefits that help them to
increase their enjoyment and pleasure
outside work. Meaningful work primarily
concerns the financial aspects without
seeking any other type of rewards from it.
Hence work itself is basically a necessity
of life. The second work orientation is
career orientation. In contrast to job
orientation, people perform at work for
the purpose of rewards and advancement
that

are

accompanied

with

the

development of the organisation. The
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final

work

orientation.

orientation
In

contrast

is
to

calling
other

orientations, calling orientation focuses at
work as an end in itself (Wrzesniewski et
al., 1997; Rosso et al., 2010). Rather than
searching for financial benefits and
advancements at work, this orientation
appeals to those employees who believe
that doing the job is pleasurable and
enjoyable. By fulfilling it, employees
socially contribute to their self-worth and
also contribute to the greater good by
making the world a better place (Rosso et
al., 2010). It has been found that all of
these orientations can grow or diminish at
all levels in a given hierarchy as a result
of contextual factors (Wrzesniewski et
al., 1997).
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In summary, the meaningful work frameworks found in the literature can be generally
categorised as using either a work-related approach or a human-centred approach. Further
analysing the frameworks, those that use a work-related approach are classified into two
categories based on their focus: the centrality of the work in relation to other domains; or the
context in which the job is conducted or the design of job characteristics.
These frameworks appear to be comprehensive, and incorporate both the causes of
meaningful work and meaningful work itself. On the other hand, the human-centred approach
frameworks (as outlined in Table 4.1) are classified into three categories based on their focus:
1) The significance and importance of work and the value or importance that a person
places on the work;
2) The coherence between the core values an employee has in the job; or
3) The orientations and beliefs held toward work.
Researchers agree that these frameworks have been built to understand the nature of
meaningful work itself in a specific and dynamic way (e.g., Rosso et al., 2010). This thesis
adopts the latter perspective – a human-centred approach – because it aligns with the
proposed aims.
The next sub-section reviews relevant empirical studies on the human-centred aspect of
meaningful work.
4.3.2 Empirical research on meaningful work
Despite many empirical studies being conducted on meaningful work, there is no consensus
on its conceptualisation and assessment, which reinforces the confusion surrounding the
concept. Table 4.2 summarises some of the cross sectional empirical studies in the field. It is
believed that by synthesising and understanding how these researchers assessed meaningful
work, and the frameworks used as the basis of these assessments, some of the common
features of meaningful work at a conceptual level will be identified. The revision of the
studies’ conceptualisations and findings should offer insight into the present study by
establishing a basis to clarify the term meaningful work, and in turn justifying its relationship
with transformational leadership and employee engagement.
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Table 4.2: Empirical studies of meaningful work - definitions, theoretical frameworks and assessments
Author(s)

Design of the study

Conceptualisation of meaningful work

Findings relating to meaningful work

Cohen-

Cross-sectional

Using Pratt and Ashforth’s (2003) theoretical They

Meitar et

survey design

framework, organisational identity and perceived meaningfulness in working/meaningfulness at work is positively

al. (2009)

external

prestige

were

used

to

supported

a

sequential

mediation

model

in

which

assess associated with employee creativity through identification and

meaningfulness at work whilst challenging task positive psychological experiences (namely vitality, positive regard
and task sense of freedom in work were used to and mutuality, and organisation-based self-esteem).
assess meaningfulness in working.
Scroggins

Cross-sectional

The self-concept job fit theory was used as a 1) Meaningful work predicts job satisfaction, intention to quit and

(2008)

survey design

theoretical framework. This researcher argued that organisational commitment. 2) The self concept job fit theory is
when tasks in the work are consistent with (a) better predictor for meaningful work than other person job fit
individual’s perceptions of one-self (b) individuals perspectives.
perceptions of what he/she wants to become and
(c) his/her evaluations of own self esteem, work is
likely

to

Meaningful

be

experienced

work

was

as

assessed

meaningful.
by

asking

participants to rate their perceptions toward the
extent to which the task performance give them
self-consistency between themselves and the work
environment.
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Arnold et

Cross-sectional

Meaningful work is found when a person finds a 1) Both samples provided extensive empirical evidence to support one

al. (2007)

survey design

purpose in work that transcends the financial of the central tenets of transformational leadership theory- that leaders
outcomes. In the first sample, meaningful work can transform followers’ beliefs to perceive meaningful work and
was assessed in terms of spirituality framework hence enhance well-being. 2) Assessing and conceptualising
and the second sample meaningful work was meaningful work differently also produce different results. They
assessed in terms of degree to which work fulfil, found that the full mediation relationship that appears in the second
reward

and

gives

important

outcomes

for sample might be due to the control of that humanistic work values

respondents.

(the normative beliefs individuals hold about whether work should be
meaningful) when assessing the model. Second, the results revealed a
partial mediation in the first study and a full mediation in the second
study.

May et al.

Cross-sectional

Using Khan’s theoretical framework of employee

The findings from this study revealed that meaningfulness influence

(2004)

survey design

engagement, respondents were asked to rate the

employee engagement and it has the strongest relationship with it in

extent to which they perceive importance,

comparison to other psychological work conditions. The results also

significance and values in their work-related

demonstrated that meaningfulness fully mediated the effects of both

activities.

job enrichment and work role fit on employee engagement.
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Colbert

Cross-sectional

Using Pratt and Ashforth’s (2003) theoretical 1) They found that through the behaviours of transformational

and Bloom

survey design

framework, both forms of meaningful work leadership, managers are able to create consistency between their own

(2007)

(meaningfulness in working and meaningfulness vision toward the organisation and follower self concept. This in turn

at work) were assessed on the spirituality scale influenced followers to experience a consistency between own
identity and organisational identity leading to higher levels of

developed by Spreitzer (1995).

meaningfulness at work. 2) They found that transformational leaders
influence employees to perceive meaningfulness in working by
enhancing followers’ consistency between who they are and what
they do in work. 3) Both meaningfulness at/in working were
positively related to employee engagement.
Britt,

Cross-sectional

Meaningful

work

is

conceptualised

as

a Soldiers’ personality hardiness is associated with engagement in

Adler and

survey design

multidimensional construct that involves three meaningful work during the deployment, and this is in turn was

Bartone

concepts: persons’ identity, the extent to which strongly associated with deriving benefits from the deployment,

(2001)

person are engaged in task, and the degree of months after it was over.
importance of the task according to the person.

Purvanova

Cross-sectional

Using transformational leadership theory, that a 1) They found that transformational leaders have the ability to link

et al.

survey design

leader can create significance, meaningfulness and employees’ work to greater goals and to their own values. This in turn

(2006)

importance of work.

enhances their perceptions to find meaningful work. 2) The effect of
transformational leadership on employee performance is mediated, in
part, through employees’ perceptions of their jobs. 3) They confirmed
on Bass’ (1985) and Shamir et al.’s (1993) theoretical proposition that
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transformational

leadership

effect

followers

to

go

beyond

expectations by creating a sense of meaningfulness in them.

Spreitzer

Cross-sectional

Meaningful work is a critical dimension or Meaningful work positively relate to three selected work related

et al.

survey design

mechanism of empowerment. When there is a fit outcomes: work satisfaction, job related strain and stress

(1997)

between employees’ value system (values, beliefs,
and

behaviours)

and

their

work activities,

meaningful work is experienced. They based their
conceptualisation on the work of Brief and Nord
(1990).
Milliman

Cross-sectional

Meaningful work appeared as a fundamental Meaningful work was positively related to intrinsic work satisfaction,

et al.

survey design

aspect in the theoretical framework of spirituality organisational commitment, organisational based self efficacy, job

(2003)

at work. They advocate that every worker have involvement, and negatively associated with intention to quit the job.
inner motivation in the day-to-day work to search
for deeper meaning and greater purpose in work.
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The information in Table 4.2 shows that the term meaningful work has been conceptualised
in various ways based on the aim and context of each cross-sectional study. There are several
inconsistencies among the studies. For instance, Arnold et al. (2007) suggest that meaningful
work is a positive psychological state that does not depend entirely on extrinsic benefits, such
as pay and rewards. Rather, they refer to it as “finding a purpose in work that is greater than
the extrinsic outcomes of the work” (p. 195). Arnold et al. developed their own measure of
meaningful work to fit this definition. Steger et al. (2011) argue that Arnold et al.’s
“measures do not seem to apply this definition very evenly” (p. 5). In their response, Steger et
al. (2011) proposed a new way for assessing meaningful work that is based on the positive
meaning in work, work as a means of making meaning, and the desire to positively contribute
to the greater good. Further, Rosso et al. (2010) noted that the meaning of work incorporates
much more than strictly financial aspects for most people (p. 98), which can be interpreted as
disagreement with Arnold et al.’s definition.
In another inconsistency, some researchers have claimed that there are other specific
constructs that fall under the umbrella of meaningful work. For example, Britt et al. (2001)
refer to meaningful work as a multidimensional term that resembles three different subdimensions: a) a person’s identity, b) the extent to which the person is engaged in task, and c)
the degree of importance of the task according to the person. The dimensions of identity and
work-importance are also used in Pratt and Ashford’s (2003) and Wrzesniewski’s (2003)
frameworks. However, the inclusion of engagement as a third dimension contradicts May et
al.’s (2004) empirical findings. Indeed, meaningful work is defined in terms of employee
engagement, but then it is also used to predict employee engagement. May et al. (2004) found
that meaningful work is one of the strongest predictors for employee engagement. The
authors argued that an employee finds meaning when he perceives the tasks that he
accomplishes to be important, and the work to be significant, to have value and to be very
important.
The above provided only several instances of numerous inconsistencies in the field of
meaningful work. Together, these contradictions in definitions and assessments that appear in
empirical research have contributed to the incorrect and confusing conceptualisations of
meaningful work, and to the potential for misinterpretation of the term. Hence, it has been
challenging for researchers to draw theoretical conclusions and develop beneficial
implications related to meaningful work, because it is difficult to compare the

101

understandings, meanings and findings from different researchers due to the lack of a clear
and agreed definition (see Table 4.2 for findings related to meaningful work).
In summary, based on the context of the studies being undertaken, the review of empirical
studies shows that the concept of meaningful work is defined and conceptualised in various
ways. Section 4.3 discusses the findings from both the conceptual and empirical perspectives,
and presents the directions for defining meaningful work within this thesis.
4.4

Defining meaningful work within this study

Within the literature discussing meaningful work, there are four general areas of agreement
and consistency. These four areas will be used to focus this thesis. The identification of these
areas will assist in setting the basis for justifying the meaningful work relationship with
transformational leadership and employee engagement. The first area of consistency is that
meaningful work is experienced when there is alignment between personal values and work
activities. When this alignment occurs, a person is more likely to express him or herself
through work activities; this in turn contributes to a person’s identity and enhances
identification with work tasks. These elements are considered common features of
meaningful work (Clausen & Borg, 2010; Clausen & Borg, 2011; Steger et al., 2011). The
second area of consistency is that meaningful work is a positive psychological state which
can be observed through individuals’ perceptions toward the work and activities involved in
the relevant role (e.g., Pratt & Ashforth, 2003; Clausen & Borg, 2010). The third area, as
recommended by Rosso et al. (2010), is that researchers need to be more deliberate about
defining meaning in work (p. 100). The current research builds on this recommendation and
focuses its attention on meaning in terms of the amount of the importance and significance
that work gives to a person (i.e., meaningfulness) rather than on what work means to a person
or the role of work in a person’s life (i.e., what work signifies). When an employee feels,
experiences and perceives that the tasks he or she undertakes in the work have a reason and
performing those tasks provide him or her with a sense of significance, this demonstrates
meaningfulness. The final area that all studies agreed upon is that meaningful work is
influenced, and in return predicts, a series of positive individual and organisational outcomes
that are important for any organisation to survive. Most of the studies revealed that
employees who lack or do not sense meaningful work experience negative outcomes.
The underlying features that bind the meaningful work concept together are that: (i)
meaningful work is experienced when an employee feels that the work tasks he performs are
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important; (ii) the work is significant; (iii) the work is valuable; (iv) and the work is
important in satisfying the employee’s basic needs which are influenced by several sources
and affect several outcomes according to his own perceptions and standards. Altogether, this
thesis follows a human-centred approach, and is founded on the position that these feelings
regarding importance, significance and the value of tasks can be derived when:
1) The employee has a perfect understanding of the nature and expectations of the task
environment (i.e., work has a clear goal, purpose and value that is connected to the
employee);
2) The employee feels a sense of fit or congruence between his or her own core values
and the job requirements and organisational mission and goals (Isaksen, 2000; Morin,
2009); and
3) There is a perfect understanding of how employees’ roles contribute to the purpose of
the organisation.
When an organisation provides a clear understanding of the participative role in fulfilling the
purpose of the organisation, an employee is more likely to understand how he fits into and
contributes to the organisation. Hence, this understanding increases an employee’s belief that
the work is personally meaningful (Steger & Dik, 2010).
In summary, this section has supported the claim that there are aspects of convergence in
explanations of the meaningful work concept within existing literature through the
identification of these common features. The role of meaningful work in the relationship
between transformational leadership and employee engagement, both theoretically and
empirically, is explained in section 4.4.
4.5

The mediating role of meaningful work in the relationship between
transformational leadership and employee engagement at work

With respect to different psychological mechanisms that have explained the effects of
transformational leadership on employee engagement – such as optimism (Tims et al., 2011),
and self efficacy (Salanova et al., 2011) – it remains possible that a significant proposed
mechanism to explain or better understand this relationship can result from helping
employees to construe meaning in work. One of the more recent conceptual articles in the
engagement literature (Bakker et al., 2011a) argued that the direct relationship between
transformational leadership and engagement may have different intensities under different
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conditions. Bakker et al. claim that such direct influence is not simple, and can result from
helping employees to construe meaning in work. However, as noticed before, no published
study, has responded and explained the nature of this relationship. By justifying the
mediating role of employees’ experience of meaningful work, this thesis seeks to address the
recent theoretical claims of Bakker et al. (2011a) that the indirect relationship between
transformational leadership and employee engagement has not adequately been tested. More
specifically, justifying these claims contributes to the previous literature (Zhu et al., 2009) in
addressing concerns that research into other unmeasured variables that could directly or
indirectly influence the relationship between transformational leadership and employee
engagement must be conducted.
Hence, in order to justify the mediating role of meaningful work:
1) Transformational leadership must be related with both meaningful work and employee
engagement; and
2) The introduction of meaningful work into the analysis must reduce the initially
observed link between transformational leadership and employee engagement.
The relationship between transformational leadership and employee engagement was justified
in Chapter 3, and the relationship between transformational leadership and meaningful work
is justified in the remaining sections of this chapter. The latter condition, which indicates that
introducing meaningful work will reduce the strength of the direct relationship between
transformational leadership and employee engagement, is tested in the results chapter of this
thesis (Chapter 7)2.
4.5.1 Transformational leadership and the experience of meaningful work
Recent studies have examined the relationship between meaningful work and other variables
and revealed a positive relationship between transformational leadership and meaningful
work (Arnold et al., 2007). (It should be noted that Arnold et al.’s definition of meaningful
work does not closely align with the definition and aims of this study.) Hence, several

2

I use the term “mediating” to refer to whether meaningful work could actually indirectly
explain the effect of transformational leadership on employee engagement. The justification
for this approach was provided in this chapter; however specific statistical analysis is
required to test the mediating effect. This statistical analysis is presented in Chapter 7.
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explanations can be found that provide insight into how transformational leadership builds
meaning for employees’ work.
There are several reasons that a transformational leadership style is expected to be positively
associated with employees’ experiences of meaningful work. As discussed in Table 4.2,
employees can experience meaningful work when there is consistency between employees’
goals and values and the organisational and work values and goals. However, when the
characteristics of an employee’s job do not fit with personal values and goals, the employee
will be less likely to experience work as meaningful. As discussed in Chapter 3,
transformational leadership entails four behaviours that motivate and inspires followers.
Plausibly, these four behaviours of transformational leadership have been identified as
significant dimensions that help in establishing a higher sense of value, challenge, meaning
and purpose for any work environment (Bass & Riggio, 2006). All of these are likely to
create a sense of job-person fit.
Leaders who engage in inspirational motivation behaviour are seen as a source of compelling
vision of the future. Such leaders communicate optimism about future goals; this in turn
increases followers’ personal core values (Spreitzer et al., 1997; Bono & Judge, 2003; Bass
& Riggio, 2006; Piccolo & Colquitt, 2006; Nemanich & Keller, 2007; Nielsen et al., 2008a;
Nielsen et al., 2008b). Consistency between managers’ vision of the organisation’s mission
and the core values of their followers are more likely to appear. Thus, employees will view
the work roles as more purposeful, significant and important — all of which are integral
components of experiencing meaning in work (Chalofsky, 2003). Work becomes meaningful
as employees feel that they are receiving a return on their invested energies (Kahn, 1990).
This explanation is in line with Scroggins’ (2008) findings that “consistency between work
experiences and the individual’s perception of self may enhance self-esteem, which will also
make the work more meaningful” (p. 70).
Chalofsky (2003) described individuals who fail to find personal meaning in work as those
who experience high feelings of rejection, prejudice or misunderstanding. It is argued that in
an environment where managers exhibit transformational leadership behaviours, such
feelings might be diminished or even non-existent. For example, through the use of
intellectual stimulation, managers can stimulate followers to create solutions for problems
and to be openly creative (Shin & Zhou, 2003). In an environment where managers engage in
behaviours of intellectual stimulation, followers’ self-esteem is enhanced (Shamir et al.,
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1993). Thus, followers feel confident and believe it is safe to express their opinions freely.
This helps followers to have a sense of control over their work environment, which is likely
to reduce the feelings of rejection, prejudice or misunderstanding that prevent the generation
of meaning in work.
This relationship between transformational leadership and meaningful work is evident in
terms of the self-concept based theory (Shamir et al., 1993). This theory suggests that
transformational leaders can enhance followers’ intrinsic values to devoting extra effort to
their work. Linking followers’ self identity with the overall organisational purpose should
enhance followers’ perceptions of meaning in their work. By linking followers’ self identity
with the overall organisational purpose, followers are more likely to feel a sense of
connection with work tasks and associate their personal tasks with a larger purpose; therefore,
as discussed by Scroggins (2008), followers will be more likely to experience their work as
meaningful. As a result followers will seek to meet, and exceed, organisational and leaders’
expectations. Followers will therefore be motivated to achieve overall organisational purpose,
because they perceive their role as valuable to this process, and they link their self identity to
the overall organisational success.
Previous researchers have demonstrated that transformational leaders, by their nature, are
meaning creators. According to Markow et al. (2005, p.3), transformational leadership
creates meaningful work when followers engage with the leader in such a way that both raise
one another to higher levels of motivation and morality. Sivanathan et al. (2004, p. 247)
argued that a transformational leader creates increasingly meaningful experiences by
enhancing employees’ levels of morality. Furthermore, according to these researchers,
transformational leaders activate employees’ higher order needs, transforming the stressful
situations in work to challenge employees, and increasing employees’ sense of identification
with a reduction in their levels of stress. Others have argued that a central behaviour through
which transformational leadership influences followers to achieve positive outcomes is
enhancing employee perceptions of meaningful work (Shamir et al., 1993; Purvanova et al.,
2006). Similarly, Schlechter and Engelbrecht (2006) argued that transformational leaders
enhance meaningful work by influencing the followers’ jobs and their followers’ personal
values of their respective jobs. According to Serrano et al. (2011), leaders are able to create
meaningful work for their employees when they are able to emotionally connect their vision
with employees’ daily roles and activities.
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In a recent comprehensive review of meaningful work, Rosso et al. (2010) argued that
transformational leadership behaviours are a main source of influence over the degree to
which employees perceived work as meaningful. They illustrated two methods for this
influence. Firstly, transformational leaders develop, stimulate and inspire their employees to
go beyond their own self interest for the sake of the group or the organisations’ purpose,
vision or mission. Secondly, transformational leadership, by its nature, focuses on the higher
order needs of employees, such as the need for self-actualisation and self-achievement,
therefore “employees come to see their work as congruent with personally held values and
thus as more meaningful” (p. 101).
Finally, although they used different conceptualisations for meaningful work, a limited
number of researchers have provided empirical support for the direct relationship between
transformational leadership and meaningful work. For example, using a sample of 492 people
in South Africa, Schlechter and Engelbrecht (2006) found that the higher an employee’s
perception of his immediate manager’s transformational leadership behaviours, the more
likely it is that he will experience meaningful work (r=.36; p< .001). In another study using a
Canadian sample, Arnold et al. (2007) found that there is moderate relationship between
transformational leadership and meaningful work (r= .48; p< .001). Analysis of these
findings together allows the conclusion to be drawn that transformational leadership can
create a compelling vision and enhance followers’ perceptions of experiencing meaningful
work.
4.5.2 Experience of meaningful work and employee engagement
To meet the potential requisite criteria for mediation (Baron & Kenny, 1986), the positive
direct relationship between meaningful work and employee engagement must be justified.
Despite many claims that the relationship between meaningful work and employee
engagement is positive (Nakamura & Csikzentmihalyi, 2003; Chen et al., 2011; Fairlie,
2011b; Mendes & Stander, 2011; Steger et al., 2011), some researchers argue that further
studies are required to test and validate the nature of this relationship (Fairlie, 2011a).
Understanding the nature of this relationship is significant, as evidence about the relationship
between the experience of meaningful work and employee engagement at work is
contradictory.
The review of the literature indicated a plausible relationship between experience of
meaningful work and employee engagement at work, however with some ambiguity.
107

Specifically, the term employee engagement has been studied as both a consequence for
experiencing meaningful work and as an antecedent variable to experiencing meaningful
work. Those who support the treatment of employee engagement as a consequence have
suggested that during times spent in work where employees feel engaged, employees may
come to value the work they do and may experience positive perceptions towards the work
climate (Salanova, Agut & Peiro, 2005). Furthermore, employees may actively change the
design of their jobs by choosing tasks, negotiating different job content, and assigning
meaning to their tasks or jobs (Bakker & Leiter, 2010). It can be derived from Nakamura and
Csikzentmihalyi’s (2003) claims that employees’ sense of meaning in work is facilitated
when individuals interact with the community of practice and social field.
On the other hand, researchers who support the treatment of employee engagement as an
antecedent base their explanation on the idea that experiencing meaningful work can open
clear paths for employees to invest more energy and effort in tasks that are integral for
employee engagement. Here, meaningful work intrinsically motivates employees (Chalofsky,
2003; May et al., 2004), helps employee to personally grow and satisfy their basic human
needs, and in turn influences the degree to which employees feel engaged in work (Kahn,
1990; Maslach et al., 2001; May et al., 2004; Stringer, 2008). Explicitly, May et al. (2004)
found that “individuals who believe that a given work role activity is personally meaningful
are likely to be motivated to invest themselves more fully in it” (p. 19). This perception of the
relationship was further explained on the basis of the self-transcendence perspective. Fairlie
(2011a) found that managers can enhance feelings of employee engagement through
meaningful work by developing employees’ feelings of self and designing the world around
employees to facilitate achievement of the end purpose. Fairlie (2011a) argued that this
development is essential to the concept of meaningful work.
Based on the discussion proceedings, this thesis follows the suggestions of the researchers
who support the treatment of employee engagement as an antecedent to experiencing
meaningful work, and who believe that feelings of engagement increase as employees
increasingly experience that work is meaningful.
4.5.3 Thesis aim 2: Transformational leadership, experience of meaningful work and
employee engagement
In line with the justifications presented in this chapter, it is proposed that transformational
leadership enhances attributes of employee engagement both directly and indirectly through
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the creation of a meaningful work environment. There are two reasons for experience of
meaningful work to mediate the relationship between transformational leadership and
employee engagement.
Firstly, the experience of meaningful work relates to a positive, work-related state of mind
held by employees; this state of mind has also been linked to employee engagement (Kahn,
1990). However, the degree to which an individual experiences meaning in the workplace
varies between individuals (Frankl et al., 2006). An employee’s perceptions that the work
provides him with purpose and significance might lead him to believe that the work place is
an attractive and a desirable place to belong to. This increase in the perceived attractiveness
of and belonging to the work can enhance an employee’s feelings of engagement in work
(Saks, 2006). In contrast, if an employee is not experiencing meaningful work it is impossible
for him to be engaged in the work (Kahn, 1990). This claim is theoretically (Kahn, 1990) and
empirically (Fairlie, 2011a) supported in the literature. On the other hand, transformational
leaders who challenge employees with high standards, pay close attention to employees’
needs, and stimulate and encourage behaviours of creativity and innovation in employees can
create a blame-free environment that is meaningful for employees. This is expected to boost
employees’ feelings of engagement at work. Since meaningful work is considered the
primary source of employee engagement, and meaningful work can be created by
transformational leaders (Bass, 1985), it is suggested that experiencing meaningful work
mediates this relationship.
Secondly, direct managers who exhibit transformational leadership behaviours do not only
depict an impressive future for employees, they also demonstrate how employees can work
towards this future in their current job. Serrano and Reichard (2011, p. 180-183) argued that
the linkage between employees’ perceptions of the value of the current work and their daily
activities leads employees to see the “big picture” by helping them to understand the impact
they have in work, thus setting the stage for high levels of involvement. This is likely to
increase energy as employees are more apt to exert themselves while performing meaningful
tasks (Kahn, 1990). In this case, as employees derive greater feelings about the purpose and
meaning of work, they will be more likely to create the basic environment that subsequently
facilitates the appearance of attributes of employee engagement (vigour, dedication and
absorption).
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To summarise, there is evidence for a mediation relationship between transformational
leadership and employee engagement through the experience of meaningful work. However,
it must be noted that while these justifications establish the basis for supporting a mediation
relationship, it cannot be assumed that actual mediation exists. Data analysis will be
conducted (Chapter 7) to establish whether such mediation exists.
4.6

Chapter summary

The purpose of this chapter was to provide an overview of the conceptual perspectives and
empirical research on the term meaningful work and its relationship with employee
engagement and transformational leadership. It has been argued that, although there is
variation within the definitions and conceptualisations of meaningful work, there are areas of
convergence in explanations of the concept. In this regard, this chapter has presented the
dominant frameworks of meaningful work, and found that the human-centred approach is
more closely aligned with the aims of this research for studying meaningful work. This
review revealed that, in relation to the human-centred approach, meaningful work has been
conceptualised in terms of the significance and importance of work, and the value that a
person has toward the level of work importance in terms of the coherence between the
employee’s core values in the job and the orientations and beliefs held toward work. After
analysing existing human-centred frameworks and several related empirical studies, four
areas of consistency were identified. These four areas (shown in Section 4.4) will direct the
understanding of the meaningful work concept in this thesis.
This chapter then proceeded to address the second aim of this thesis – the issue of whether
meaningful work mediates the relationship between transformational leadership and
employee engagement. The theoretical justifications and empirical evidence revealed that
transformational leadership is likely to influence the experience of meaningful work, and, in
turn, meaningful work is likely to influence feelings of employee engagement. Thus, there is
strong evidence to argue that the experience of meaningful work should mediate the
relationship between transformational leadership and employee engagement. Chapter 5
presents data analysis to determine whether this mediating relationship can be proven.
Chapter 5 will review two selected job related outcomes (job satisfaction and intention to quit
the job) to address and review the justifications for the third and final aim of this thesis.
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5

TRANSFORMATIONAL LEADERSHIP AND JOB RELATED OUTCOMES:
THE REVIEW OF RELEVANT LITERATURE ON THE SEQUENTIAL
MEDIATION OF EMPLOYEE EXPERIENCE OF MEANINGFUL WORK AND
EMPLOYEE ENGAGEMENT

5.1

Introduction

The third aim of the thesis, as stated in Chapter 1, is to examine the nature of the relationship
between transformational leadership and two selected job-related outcomes through the
mediating mechanisms of meaningful work and employee engagement. Keeping this aim in
mind, the purpose of this chapter is to provide a conceptual description and review the
relevant literature of these selected job-related outcomes, namely: job satisfaction and
intention to quit the job. This review is organised into three main sections. Section 5.2
outlines the term job satisfaction and its relationships with other variables. The second
outcome variable, intention to quit the job, is presented and identified in Section 5.3. Section
5.4 presents the conceptual logic and expectations about the sequential mediation of
meaningful work and employee engagement between transformational leadership and the
selected outcomes. Section 5.5 provides a summary of this chapter.
5.2

The job satisfaction construct

Job satisfaction is considered to be one of the most important variables for researchers in the
organisational and management fields, as well as for organisation practitioners (Lu, While &
Barriball, 2005). Satisfied workers are an important requirement for organisational survival.
Significant attention has been paid to job satisfaction in existing research because it is often
used as a benchmark for the success of any organisation. It seeks to understand employee
well-being and psychological health, and it has a significant impact on several work and
organisational outcomes that guarantee organisational success (Spector, 1997). Job
satisfaction has been described as the positive (like) or negative (dislike) attitudes that people
have towards their job (Spector, 1997).
While both academic researchers and practitioners agree about the substantial importance of
job satisfaction, various approaches have been presented to describe the term. This is similar
to the situation with the constructs of employee engagement and meaningful work. A
literature review of more than 3000 studies showed that there is no universal definition of job
satisfaction (see Mitchell & Larson, 1987 for review; Cavanagh, 1992). However, the
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traditional explanation of job satisfaction describes satisfied workers as those who fulfil their
own needs through their job.
Spector (1997) argued that there has been decreasing emphasis placed on need fulfilment in
relation to job satisfaction, since most researchers have approached the term job satisfaction
from the attitudinal and cognitive perspectives rather than from a concern with fulfilling
needs (p. 2). Spector described job satisfaction as the extent to which a person’s attitude can
be either positive (satisfaction) or negative (dissatisfaction) towards the job. This description
is similar to Price and Mueller’s (1986) description that job satisfaction is an attitude that
represents the degree to which employees like their job. For others, such as Balzer et al.
(1997), job satisfaction refers to the amount of feeling a worker has about job experiences in
comparison to his or her previous experiences, current expectations, or available alternatives.
Weiss and Cropanzano (1996) supported these views, positing that job satisfaction represents
a person’s evaluation of the job and the conditions of work. One of the most commonly
accepted definitions of job satisfaction which has been documented in numerous empirical
research studies (4444 studies as at 15th July 2012) was offered by Locke (1976). Locke
(1976) defined job satisfaction as “a pleasurable or positive emotional state resulting from the
appraisal of one’s job or job experience” (p. 1276).
The above descriptions show that job satisfaction does not depend entirely on the needs that
are fulfilled through a job; it also results from forming attitudes about the job by taking into
account a person’s feelings, beliefs and behaviours. The basic element in all definitions is that
job satisfaction is related to the affective state (like or dislike) rather than to a description of
the job (Spector, 1997; Price, 2001). In this thesis, Locke’s (1976) definition of job
satisfaction was used.
Locke’s (1976) definition posits that employee job satisfaction can be understood either as a
global feeling toward the job or through the facet approach which is related to feelings about
any aspect or facet of a particular job (Griffin & Bateman, 1986; Tett & Meyer, 1993;
Spector, 1997; Lu et al., 2005). The global approach to measurement is used when the
interest is the overall attitude to the job. However, satisfaction with facets of the job could
refer to a person’s attitudes toward colleagues, pay, supervisors, work environment,
organisational practices or leaders (Spector, 1997). These aspects are assumed to aggregate
into an overall orientation described by the term job satisfaction (Coomber & Barriball,
2007). Since the aim of this thesis relates to testing several relationships with respect to
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employees’ job satisfaction, it is concerned with employees’ overall attitude towards their job
(general job satisfaction), rather than facets of job satisfaction.
5.2.1 Theories for understanding the nature of job satisfaction
There has been ongoing research interest in understanding why employees have (or suppress)
positive feelings towards a job. This thesis aims to test job satisfaction as an outcome variable
rather than an explanatory variable, so it is necessary to review the approaches under which
employees are motivated to be satisfied or dissatisfied in their job before justifying the
relationship between the variables being studied and job satisfaction.
Several related theories of motivation have formed the basis of the model of job satisfaction.
These motivational theories can be categorised in terms of content and process theories
(Fincham & Rhodes, 2005). Content theories identify the factors or needs that lead
employees to be satisfied in their job. Two heavily documented content theories are
Maslow’s Hierarchy of Needs Theory and Herzberg’s Motivational Hygiene Theory. Both
theories were built on the idea that there are several factors that change employees’ human
needs, which in turn leads employees to feel satisfied or dissatisfied in their jobs (Staples &
Higgins, 1998).
Maslow’s Hierarchy of Needs Theory posits that individuals strive to satisfy five human
needs. Each seeks to fulfil these needs in the same, established hierarchy: physiological,
safety and belonging (lowers needs), then self-esteem and self-actualisation (higher order
needs) (Maslow, 1954). This theory suggests that a person cannot recognise or examine the
next (higher order) need in this hierarchy until his or her presently recognised need is
considerably or completely satisfied (Maslow, 1971). For example, once an individual
satisfies his or her (lower order) physiological needs, then he or she will pursue safety needs,
such as the need for security and stability. According to Maslow (1971; 1954), these needs
are organised sequentially on the hierarchy. Maslow’s theory has provided a framework for
viewing the different motivators that might be applied to people at different levels.
Alternatively, Herzberg’s (1966) two-factor Motivator Hygiene Theory identifies two
dimensions that influence individuals to be satisfied or dissatisfied: motivators and hygiene
factors. It was suggested that job content related factors (intrinsic factors or motivators) such
as the work itself, achievement in the work, promotion opportunities, personal growth,
responsibility and recognition are all associated with being satisfied in the job. Job
satisfaction was associated with the work itself or to outcomes directly derived from it.
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Herzberg refers to these factors as motivators because they are associated with enhancing job
satisfaction. On the other hand, job context factors are those that surround the job (extrinsic
or hygiene factors), such as salary, working conditions, interpersonal relationships and
supervision. These factors are associated with eliminating job dissatisfaction. Notably, these
extrinsic factors cannot motivate employees to be satisfied, but if handled properly, they can
minimise and prevent dissatisfaction. For instance, a good relationship with a supervisor does
not necessarily lead to satisfaction; however a bad relationship with a supervisor may lead to
dissatisfaction. Herzberg refers to job context factors as dissatisfiers or hygiene factors
because they only eliminate the negative consequences of job dissatisfaction. Once these
hygiene factors are addressed, motivators can promote satisfaction in a job. The two-factor
Motivator Hygiene Theory is one of the most frequently cited content theories.
On the other hand, process theories determine the variations in people’s needs, values and
expectations and establish greater emphasis on the dynamics of motivation through which
these differences are created (Fincham & Rhodes, 2005). Lawler (1973) reviewed three main
process related theories under which job satisfaction can be examined: Fulfilment Theory,
Discrepancy Theory and Equity Theory. The Fulfilment Theory determines job satisfaction
for individuals by asking individuals how much of a given facet or outcome they are
receiving. The Discrepancy Theory examines job satisfaction by determining the discrepancy
between what an individual wants and what he or she receives from the job. Finally, Equity
Theory determines job satisfaction by the perceived ratio of what another person receives
from the job relative to the amount of effort he or she puts into the job, compared to a
person’s perception of his or her own ratio. Reviews of content and process theories in
relation to job satisfaction claim that content theories have been more commonly documented
in the job satisfaction literature.
With respect to both content and process theories, it is unlikely that a single motivational
theory will be able to account for and explain job satisfaction in all situations. Each theory
has contributed to knowledge and is intertwined in the development of the construct.
Practically, there is a need to combine both types of theories and use them simultaneously. In
considering any of the theories above for determining job satisfaction, the changing values
and adaptations of employees should be taken into consideration. It must also be understood
that the job satisfaction construct represents the alignment between an individual’s needs,
values and expectations, and the actual job.
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This section has provided definitions of job satisfaction and explained prominent theories that
show the motivation for employees to be satisfied. The following section will review research
relevant to the construct of job satisfaction, with a focus on research that helps in justifying
the relationship between job satisfaction and transformational leadership, meaningful work
and employee engagement.
5.2.2 Review of relevant research on job satisfaction
Organisational research has examined job satisfaction as a potential antecedent or outcome
variable for both work related and organisational factors. As an outcome variable, researchers
have identified several consequences that are associated with being satisfied in the job.
Researchers found that job satisfaction is commonly related to feelings of importance in work
and to organisational outcomes such as reduced intention for employee turnover (Hellman,
1997; Lambert, Hogan & Barton, 2001), reduced absenteeism (Steel & Rentsch, 1995),
increased employee organisational commitment (Yousef, 2002; Huang & Hsiao, 2007), and
increased employee organisational citizenship behaviour (Lara, 2008). The organisational
literature includes extensive studies that show the importance of job satisfaction in affecting
positive and favourable outcomes. A review of the studies that focus on job satisfaction as a
predictor variable has not been conducted because it is outside the scope of this thesis.
Studies outside the area of organisational research have also explored job satisfaction as an
outcome variable that organisation is trying to attain. It has been established that
organisations that aim to increase feelings of job satisfaction should focus their attention on a
number of factors (Spector, 1997). These factors can be classified into three main categories:
demographic (personal) traits, factors related to work and factors found in organisations.
These categories are discussed below.
Demographic (personal) traits include age, gender, educational level, hours worked per week
and years in profession. The relationship between several of these demographic variables and
employee job satisfaction has been well documented. For example, Kavanaugh et al. (2006)
found that years in a profession (professional experience) is associated with job satisfaction.
That is, those who have more years in a profession are more satisfied than those who have
fewer years in the profession. When other factors are controlled, job satisfaction is
significantly higher for women than for men (Clark, 1997). The age of workers has been
shown to have a positive correlation with work satisfaction (Clark, Oswald & Warr, 1996),
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and

full time employees report greater satisfaction in their work than their part time

colleagues (Bóo, Madrigal & Pagés, 2009).
Factors that relate to the work itself were presented as the core characteristics in the job
characteristics model developed by Hackman and Oldham (1976). These factors or
characteristics are: skill variety, task identity, task significance, job autonomy and feedback
on the job (for further explanation of these terms, see Chapter 4). When work is designed to
include these characteristics, it induces meaningfulness at work, responsibility for work, and
knowledge of results in work. The greater the experience of these elements, the more satisfied
workers will be with their work.
Organisational factors that surround the job include the nature of the relationship between
employees and co-workers, employees’ perceptions of pay and reward systems, pleasant
working conditions such as the chance to be innovative and solve problems, access to good
training, a challenging job and good supervision (Spector, 1997).
This section has provided a review of the factors that influence employee job satisfaction.
The following sections will review relevant studies that consider the relationship between job
satisfaction and transformational leadership, meaningful work and employee engagement at
work. More specifically, as this thesis seeks to examine the extent to which meaningful work
and employee engagement sequentially mediate the association between transformational
leadership and overall job satisfaction and intention to quit, the empirical studies and
theoretical justifications that highlight the direct relationships between job satisfaction and
transformational leadership (see Section 5.2.2.1), experiencing meaningful work (see Section
5.2.2.2), and a feeling of work engagement (see Section 5.2.2.3) will be reviewed.
5.2.2.1 Job satisfaction and transformational leadership
Since the introduction of transformational leadership theory, a number of theoretical and
empirical research studies have found that transformational leadership behaviours greatly
enhance the job satisfaction of followers (Bass, 1985). Transformational leaders who are
supportive, visionary, develop trust in followers, encourage followers to think out of the box
and built extra channels for communication are likely to develop enhanced feelings of job
satisfaction in their followers. Many researchers (Medley & Larochelle, 1995; Judge &
Piccolo, 2004; Walumbwa et al., 2005a; Walumbwa et al., 2007) have observed that a
transformational leadership style includes a sense of motivational power and inspirational
116

appeal, which positively motivates followers to be satisfied in their job. Practically, when
acting as a mentor coach, a leader can bring a deeper understanding and appreciation to each
follower by offering them special attention. This attention is likely to motivate employees to
transcend their own self-interests for the good of the group or organisation (Bass & Riggio,
2006). Hence, employees will be happier when they accomplish more than expected.
Transformational leaders’ behaviours have also been found to diminish work pressure, and
enhance employees’ mood and enjoyment in the workplace, resulting in enhanced employee
job satisfaction (Castro et al., 2008). Bass and Riggio (2006) reported that a transformational
leadership style is one of the most important organisational factors that contributes to workers
who are satisfied in their job.
Empirical evidence has constantly emphasised the role of transformational leadership
behaviours in employee job satisfaction. Using a sample of bank employees in Kenya and the
United States, Walumbwa et al. (2005b) reported that when employees feel that their
supervisor provides them with special attention, they are more likely to assume greater
responsibility, enhancing employees’ sense of accomplishment in the job. By doing so,
followers of such leaders tend to be happier and more satisfied in their job. This direct
relationship between transformational leadership and job satisfaction was also supported by
Nemanich and Keller (2007), who found that employees report greater satisfaction in their
job when they perceive their supervisor as a person who can motivate them to understand the
benefits of the business. While the literature provides strong empirical evidence of the direct
relationship between transformational leadership and job satisfaction (Walumbwa & Lawler,
2003; Rafferty & Griffin, 2004; Walumbwa et al., 2004; Walumbwa et al., 2005b; Nguni,
Sleegers & Denessen, 2006; Walumbwa et al., 2007), it is important to note that some studies
have failed to find evidence to support this relationship (Judge & Bono, 2000).
5.2.2.2 Job satisfaction and meaningful work
The experience of meaningful work has been shown to have a significant and positive
relationship with employees’ job satisfaction (Spreitzer et al., 1997; Milliman et al., 2003;
Gavin & Mason, 2004; Fairlie, 2011a; Fairlie, 2011b; Steger et al., 2011). One study (Gavin
& Mason, 2004) noted that experiences of meaningful work are likely to contribute to the
greater good of the organisation by creating employees who are happier, healthier and more
productive. Scroggin (2008) argued that when there is a fit between an employee’s
expectations of the organisation and what is provided by the organisation, the employee will
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be more likely to experience high self-esteem which in turn positively influences how
meaningful the work is (p. 70). In this regard, it is important to note that employees’ selfesteem is considered to be a strong and positive predictor of general employee job
satisfaction. In a Meta-analysis, Judge and Bono (2001) found a significant and positive
relationship between self-esteem and job satisfaction (r= .26; p< .001).
In contrast, when organisational goals mismatch an employee’s values and goals, employees
will not feel that their work accomplishments are valuable, and hence will lose self-esteem
and find work to be personally meaningless (Spreitzer et al., 1997). These feelings of
meaninglessness are likely to create negative attitudes towards the work, including decreased
levels of job satisfaction (Spreitzer et al., 1997). One way to fill the gap between an
employee’s value and the organisational reality is by increasing the perception of meaningful
work for employees, hence increasing attractiveness of the job. Syptak, Marsland and Ulmer
(1999) argued that the most important factor for motivating an employee’s satisfaction with a
job is fulfilling his or her beliefs that the work is important and that his or her tasks are
meaningful. The ability to offer a job that is considered meaningful in an individual’s life is
often closely related to the ability to create a work setting that positively responds to an
individual’s goals and needs.
Consistent with these justifications, empirical studies have supported this direct linkage
between employees’ experiences of meaningful work and employees’ job satisfaction
(Spreitzer et al., 1997; Milliman et al., 2003; Steger et al., 2011). For example, Spreitzer et
al. (1997) engaged two samples of managers from diverse units of a manufacturing
organisation and found that meaningful work was strongly related to job satisfaction (r= .35;
p< .001). More recently, two studies (Fairlie, 2011a; Fairlie, 2011b) reported that meaningful
work correlates to job satisfaction, and best explains the variance in it when compared with
other variables.
5.2.2.3 Job satisfaction and employee engagement
The final variable of interest that has been found to positively relate to job satisfaction is
employee engagement at work. As discussed in Chapter 2, the increased interest in employee
engagement over recent years is due to its association with several work related outcomes at
the individual level (Bakker, 2009; Serrano & Reichard, 2011). There are a number of
explanations for the positive relationship between employee engagement and employee job
satisfaction, however the most important explanation for why engaged employees are more
118

satisfied than their unengaged counterparts is considered to be high levels of emotional
fulfilment (Saks, 2006). Moreover, when an employee has high feelings of vigour, dedication
and absorption, he or she is likely to show more personal initiative (Schaufeli & Bakker,
2004; Wefald et al., 2011) and proactive behaviours (Macey & Schneider, 2008b), which
produces motivation, either cognitively or emotionally (Kahn, 1990). These elements
contribute to employee satisfaction in their job and in the workplace. Saks (2006) confirmed
this, and argued that engaged employees differ from other employees in that they have
cognitive, emotional and behavioural components that are important for predicting employee
feelings of job satisfaction.
This theoretical reasoning aligns with previous empirical research, which indicated that
employee engagement enhances employee attitudes about job satisfaction (Wefald et al.,
2011). Using a sample of 382 working professionals, Wefald et al. (2011) found that
employee engagement is highly correlated with job satisfaction (r= 0.70; p< .001). This
positive correlation between work engagement and job satisfaction was also confirmed (r=
0.53; p< .001) in a recent meta analysis conducted by Christian et al. (2011).
5.2.2.4 Conclusion: Job satisfaction and transformational leadership, meaningful work
and employee engagement
In summary, it is commonly accepted that job satisfaction results from forming attitudes
about the job by taking into account an employee’s feelings, beliefs and behaviours.
Regardless of the different approaches to job satisfaction suggested by content and process
theories, it is generally agreed that job satisfaction is regarded as an important outcome of
personal, work and organisational factors. The justifications and empirical and theoretical
research findings presented have shown that there is strong evidence to support direct,
positive relationships between job satisfaction and transformational leadership, experience of
meaningful work and employee engagement. This is particularly true for employees who
perceive their direct supervisors as transformational leaders, who experience meaningful
work and who feel engaged at work. On the basis that several studies have confirmed these
relationships, it is expected that the present thesis will find similar results.
5.3

The intention to quit construct

The other selected job outcome variable that has been given a great deal of attention by both
organisations and researchers is employees’ intentions to quit their job. The following
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sections consider employee turnover and intention to quit, discuss the differences between
these two concepts, and justify why intention to quit is a more valuable measure than
employee turnover to meet the third aim of this thesis. Furthermore, relevant literature on the
relationship between intention to quit, and transformational leadership, meaningful work and
employee engagement is presented.
5.3.1 Employee turnover
Researchers across several disciplines have made a distinction between voluntary employee
turnover, where an employee makes a decision to leave the organisation based on own
initiative, and involuntary employee turnover, where an employee has no choice in the
termination of membership to the organisation (such as being influenced by death, sickness or
made redundant) (Booth & Hamer, 2007; Ongori, 2007). These researchers use the term
voluntary turnover as an indicator to refer to those employees who initiate their departure
from the organisation. Voluntary turnover is expressed as the ratio of the number of
organisational members who have left during a specified period divided by the average
number of organisational members during the period (Price, 1977). When a high number of
employees make the decision to cease employment with an organisation, an organisation’s
profitability as well as its effectiveness will be adversely influenced by incurring additional
direct and indirect costs (Price, 2001 p. 601).
Several types of losses can be assumed for organisations that have high voluntary employee
turnover. The first significant area of cost is the loss of skills and experience to other
organisations, which in turn affects the organisation’s progress and competitive advantage in
the field. Secondly, recruitment costs for employee replacement are significant. Organisations
must spend time, effort and money on advertising, interviewing, screening and selection to
fill the vacant positions created by employee turnover. When new employees commence,
organisations will bear additional training costs by conducting programs and workshops to
train these new employees. These training costs also include supervisory and co-worker time
spent in informal training, and the cost of the time that new employees spend in training
programs must be accounted for within the actual job.
The optimal situation for organisations occurs when these costs are managed effectively so
that the performance of hired employees exceeds the performance of leavers. However, this is
generally not the case. Hired employees are not instantly as efficient as those employees who
have voluntarily terminated their membership with the organisation. Therefore, it is important
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to understand the antecedents and factors that lead employees to voluntarily leave
organisations. By developing such an understanding, and thereby being able to respond to
identified issues, it is likely that the costs and risks that organisations sustain from employee
turnover can be reduced. Studies have developed several models that have been used to
explain the process of experienced and skilful employees leaving organisations, and the
proactive responses organisations can implement to prevent this from occurring (Price, 1977;
Price, 2001).
Unfortunately, it is impractical and almost impossible to conduct turnover research on
employees who have already left a job, so researchers are usually concerned with
understanding why employees consider or plan to leave their job. This approach has been
justified on several grounds. For example, Dollar and Broach (2006) revealed that conducting
research on employees’ intent to leave, rather than actual turnover, is a better indicator for
preventing future employee turnover. They argued that turnover is, by its nature, a
retrospective indicator. Therefore, collecting information from employees who have already
left is not productive as it is too late to stop employees from leaving their jobs. Rather,
collecting information about why employees want to leave, or why they think about leaving,
is a lead indicator for preventing future employee turnover. Another justification for this
approach is Griffeth et al.’s (2000) results showing that employee intention to quit the job is
considered to be the best single predictor and the last cognitive step for employees before
they actually leave an organisation (Abrams, Ando & Hinkle, 1998; Lambert et al., 2001;
Egan, Yang & Bartlett, 2004; Dollar & Broach, 2006; Steel & Lounsbury, 2009; Dewettinck
& Ameijde, 2011).
Consideration of employee intention to quit the job, rather than actual turnover behaviour, is
of greater significance for this thesis when considered in relation to the model under
development. A recent report by a global Human Resources consulting firm, released in
September 2011, showed that Australian workers are often thinking about leaving their job
(Mercer, 2011). Their report found that nearly four in ten (40%) Australian workers are
seriously considering leaving their organisation at the present time and searching for new
jobs in the upcoming year (Mercer, 2011). This figure had increased sharply since the study
was last conducted in 2005, when the figure was 25%. Australian results for this indicator are
high compared with other countries like the USA, whose figures show that only 32% of
employees are planning to leave their job in 2011 (and only 23% in 2005) (Mercer, 2011).
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Consequently, focusing on Australian employees’ intentions to quit the job is more practical
in developing effective staff retention strategies and policies that might help in identifying
key factors to influence positive change, which in turn prevents actual turnover behaviours.
By focussing on this issue, the outcomes of this thesis will be useful for mitigating the high
costs of employee turnover. This thesis utilises employees’ intention to quit their job as an
outcome variable.
5.3.2 Intention to quit
Due to the inherent interest in employee intention to quit the job, numerous definitions for
this concept have been found in the literature. A sample of these definitions follows. Intention
to quit refers to employees’ conscious and deliberate willingness to leave their present job
and find another job with reference to a time period in the future (Mobley, Griffeth, Hand &
Meglino, 1979; Tett & Meyer, 1993; Weisberg, 1994; Firth, Mellor, Moore & Loquet, 2004;
Gregory, Way, Lefort, Barrett & Parfrey, 2007; Purani & Sahadev, 2008). Vandenberg and
Nelson (1999) specifically define intention to quit the job as an “individual’s own estimated
probability (subjective) that they are permanently leaving the organisation at some point in
the near future” (p. 1315). Intention to quit serves as indicator of the strength of an
individual’s conviction that he will stay with or leave the organisation in which he or she is
currently employed (Elangovan, 2001). Brown (1996) suggested that an employee’s intention
to quit represents an attitudinal orientation or a cognitive manifestation of the behavioural
decision to quit, it is often seen as a dependent variable that is used to indicate the probability
of an employee leaving the organisation in the foreseeable future. Accordingly, the decisionmaking reflects the continuum from initial thoughts about quitting to the actual behaviour of
quitting the job. In this thesis, Vandenberg and Nelson’s (1999) definition is used to describe
the intention to quit construct.
As mentioned in preceding paragraphs, employees’ intentions to quit are directly related to
employees’ decisions to quit, which lead to actual turnover behaviours (Alexander,
Lichtenstein, Oh & Ullman, 1998; Elangovan, 2001). Several previous researchers have
found that understanding the antecedents that influence employees’ intentions to quit the job
is imperative for controlling these turnover behaviours (Griffeth et al., 2000). Therefore,
understanding antecedents that impact on employees’ intentions to quit the job must be a
priority for organisations seeking to address the issue of employee turnover. This is evident in
the Theory of Reasoned Action (Fishbein & Ajzen, 1975), which links attitudes, behavioural
intentions and actual behavioural action. In this theory, the behaviour of turnover is affected
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by ones’ intentions to quit, which might subsequently result from ones’ attitudes about the
job. According to Glissmeyer, Bishop and Fass (2007), the factors of intention to quit can be
classified into internal factors (such as job satisfaction and perceived organisational support)
and external factors (such as work environment and leadership practices).
Empirical studies have documented a wide range of internal and external factors that directly
impact on employees’ intention to quit the job and turnover behaviours. These factors include
organisational commitment (Lum, Kervin, Clark, Reid & Sirola, 1998; Elangovan, 2001), job
satisfaction (Bishop, Scott & Burroughs, 2000; Egan et al., 2004; Park & Kim, 2009), role
conflict and role ambiguity (Glissmeyer et al., 2007), job stress (Elangovan, 2001),
organisational learning culture (Egan et al., 2004), leadership practices (Bycio et al., 1995;
Krishnan, 2005; Avey, Hughes, Norman & Luthans, 2008), human resources practices
(Abeysekera, 2007), and psychological empowerment (Schalkwyk, Toit, Bothma &
Rothmann, 2010; Dewettinck & Ameijde, 2011). Despite the large number of studies that has
been conducted on factors that influence and correlate with intention to quit, “the employee
turnover process in organisations is still rather poorly understood” (Pearson, 1995; cited in
Schlechter, 2005, p. 12).
Recently, though, researchers have noticed that intention to quit the job can be also highly
influenced by factors such as experiencing meaningful work (Fairlie, 2011a) and feelings of
engagement at work (Shuck et al., 2011). In line with the aims of this thesis, the empirical
and conceptual evidence of the relationships between intention to quit and transformational
leadership, experiencing meaningful work and employee engagement at work are reviewed in
the following section.
5.3.3 Review of relevant research on intention to quit
Similar to the review of job satisfaction presented in Section 5.2.2, the relationships between
intention to quit and transformational leadership, meaningful work, and employee
engagement are reviewed next.
5.3.3.1 Intention to quit and transformational leadership
Leadership style, especially transformational leadership has been shown to be a significant
factor for predicting employees’ intentions to leave their current job (Gill, Mathur, Sharma &
Bhutani, 2011; Wells & Peachey, 2011). Krishna (2005) and Avey et al. (2008) noted that
when an employee perceives his or her immediate manager as a person who exhibits
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transformational leadership behaviours, the employee will reduce and mitigate his or her
intentions to leave the organisation. Bycio et al. (1995) suggested that a transformational
leader can reduce employee intentions to quit by acting as a role model, showing concern for
employee matters, acting as a visionary, and paying special attention to each follower.
Specifically, Bycio et al. (1995) argued that “given the inspirational, challenge-oriented
nature of the transformational facets, they might have strong negative relationships with
intent to quit the profession, provided that the initial career choice was appropriate” (p. 470).
Furthermore, reviewing the literature on the relationship between transformational leadership
and employee intention to quit the job revealed additional conceptual points that can be
summarised in three key arguments (Walumbwa et al., 2004; Wells & Peachey, 2011).
Firstly, when employees believe that their immediate manager is able to achieve established
goals, they will most likely trust and stay with the manager, thus reducing intentions and
plans to quit the job. Secondly, inspirational motivational leaders help in building emotional
commitment towards goals and missions, and as a result, followers develop a sense of pride
and belonging to the organisation, mitigating employees’ intention to quit the job. Finally,
through the enhancement of trust and loyalty, through inspirational motivational leaders,
followers will be emotionally committed to leaders and organisations (Bass & Riggio, 2006).
When employees feel emotionally committed, they will stay in the job even in difficult
situations because being with such leaders helps them to maintain an element of their
identity. Wefald et al. (2011) supported these results and found direct significant and
negative correlations between transformational leadership and intention to leave (r= -.203; p
<.001).
5.3.3.2 Intention to quit and meaningful work
Cartwright and Holmes (2006) stated that meaningful work is an important factor that
prompts employees to think about staying at or leaving their job. Meaningful work is a
positive psychological state that is often observed through employees’ perceptions of their
work. It is experienced when employees perceive that the tasks they perform in the job are
important, and that the work is significant, valuable and important to satisfy human basic
needs. It has been suggested that the more an employee observes the work as meaningful, the
higher the employee’s personal growth (Spreitzer, 1995) and internal motivation (May et al.,
2004). Put differently, when an employee has a perfect understanding of the nature and
expectations of the task environment (i.e., the work has a goal, purpose and value that is
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connected to the employee), when the employee feels a sense congruence between his own
core values on the one hand and the job requirements and organisational mission on the other
hand (Isaksen, 2000; Morin, 2009), and when the employee has a good understanding of how
his role contributes to the purpose of the organisation, his or her psychological state is
enhanced and he or she experiences meaningful work. Fairlie (2011a) suggested that
experiencing meaning in work is a vital dimension for people because it forms an element of
personal identity and addresses basic human needs for employees. Therefore, it is postulated
that when employees perceive work tasks as significant, valuable and important, they will
fulfil their basic human needs, and therefore will be less inclined to leave the organisation.
Conversely, when employees feel that there is a mismatch between their personal values and
activities in the work, feel that their work does not contribute to the purpose of the
organisation, and do not have clear understand the nature of work environment, they will be
less likely to understand how they fit in and contribute to the organisation. In such a situation,
employees are less likely to feel meaning in work, and this is associated with negative
outcomes such as intention to quit the job (Caudron, 1997; Steger & Dik, 2010). According to
Clausen and Borg (2010), the absence of a feeling of meaning is related with a greater
intention to quit.
These findings about the relationship between finding meaningful work and intention to quit
were supported empirically in the literature. Supporting Cartwright and Holmes’ (2006)
claims, Shuck et al. (2011) found a strong negative correlation between meaningful work and
intention to quit (r= -.48; p <.001). Similarly, Leiter et al. (1998) showed that nurses who
experienced meaning in the workplace were less inclined to quit their job (r= -.62; p <.001).
Results of another empirical study (Scroggins, 2008) indicated that meaningful work had a
significant direct effect on intention to quit and found that meaningful work explains 35% of
the variance in intention to quit the job. The empirical evidence provides a clear indication
that meaningful work is an important psychological state in the work context for mitigating
employee intentions to quit.
5.3.3.3 Intention to quit and employee engagement
There is evidence to show that employee engagement is both negatively and strongly
correlated to employee intention to quit. Halbesleben and Wheeler (2008) determined that
engaged employees are usually more committed to their work and hence have a lower desire
to quit. They argued that this negative relationship can be attributed to two reasons: engaged
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employees tend to invest vast amounts of their effort and energy in their jobs (vigour and
dedication), and engaged employees robustly identify with and are attached to their work.
The relationship between engagement and intention to quit can also be explained theoretically
using Self-Determination Theory (Ryan & Deci, 2000; Deci & Ryan, 2004). SelfDetermination Theory suggests that when the basic human needs of employees (such as self
growth and development) are supported, employees are likely to have increased well-being
and intrinsic motivation. This in turn contributes to employees’ feelings of self-worth, selfdetermination and self-fulfilment. These feelings about one’s self enhance feelings of
engagement at work (Xanthopoulou et al., 2008). When these attributes are experienced,
employees are motivated to show behaviours of engagement and will have less desire to think
about quitting their job.
Empirically, Shuck et al. (2011) provided strong evidence of a negative relationship between
employee engagement and intention to quit (r= -0.56; p <.001). Wefald et al. (2011) found
similar results, with employee engagement negatively and significantly related to intention to
quit the job (r= -0.46; p <.001). Other empirical studies in the employee engagement
literature also found a strong negative correlation between employee engagement and
intention to quit the job (Koyuncu, Burke & Fiksenbaum, 2006; Fairlie, 2011a; Shuck et al.,
2011)
5.3.3.4 Conclusion: Intention to quit and transformational leadership, meaningful
work and employee engagement
In summary, the conceptual arguments and empirical studies reviewed in previous sections
presented evidence to confirm positive relationships between job satisfaction and
transformational leadership, meaningful work and employee engagement. The evidence also
shows that negative relationships exist between intention to quit and transformational
leadership, meaningful work and employee engagement.
5.4

Thesis aim 3: Meaningful work and employee engagement as sequential mediators
of transformational leadership and two selected job outcomes

This section explores the nature of the relationship between transformational leadership and
work related outcomes through a sequential mediation process based on employee attitudes
toward their work (experience of meaningful work) and employee attitudes toward the self
(employee engagement with work). In line with the third aim of this thesis, the focus is the
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presentation of theoretical justifications concerning: meaningful work as a mediator of
transformational

leadership

influence;

employee

engagement

as

a

mediator

of

transformational leadership influence; and the sequential mediation of both.
5.4.1 Meaningful work as a mediator of transformational leadership influence
It has been argued that to achieve a high level of job satisfaction and a low intention to quit
the job, an employee must experience meaningful work (see Chapter 4). However,
transformational leadership behaviours alone do not guarantee that followers will experience
increased job satisfaction or reduced intention to quit the job. Followers must feel that their
job is purposeful and related to their overall goals in order to change their own behaviours
and beliefs. If followers believe that their leaders are not visionary, they will be unlikely to
experience meaning in work and consequently they will be dissatisfied in their job and often
think about leaving.
Transformational leadership facilitates the development of the experience of meaningful
work because such leadership involves showing, developing, stimulating and inspiring
employees to go beyond their self interest for the sake of the organisational goals and mission
(Rosso et al., 2010; Serrano & Reichard, 2011). Sivanathan et al. (2004 p. 247) argued that
the nature of transformational leadership increases experiences of personal meaning by
enhancing employees’ levels of morale and activating their higher order needs, transforming
stressful work situations into challenges for employees, and increasing employees’ sense of
identification with their ability to reduce stress levels (see Chapter 4). Experiencing
meaningful work is therefore vital, and has been shown to be a better indicator than others for
predicting work related outcomes (see Steger et al., 2011 for revision). Furthermore,
employees need to perceive work as a meaningful place if they are to contribute to desirable
outcomes (see Chapter 4). Meaningful work has been shown to be an important mediating
factor with respect to the relationship between transformational leadership and various
important outcomes including well-being (Arnold et al., 2007) and organisational citizenship
behaviour (Purvanova et al., 2006).
A number of relationships have been justified through the discussion presented so far in this
chapter. These are transformational leadership relates to job satisfaction, intention to quit and
meaningful work, and meaningful work relates to job satisfaction and intention to quit.
Based on the above discussion and the direct relationships that have been established, it can
be stated that employees’ experience of meaningful work mediates (or intervenes in) the
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relationship between transformational leadership and both job related outcomes (job
satisfaction and intention to quit the job).
5.4.2 Employee engagement as a mediator of transformational leadership influence
Similarly, there is substantial empirical support for the mediating role of employee
engagement on a set of antecedents (Schaufeli & Bakker, 2004; Hallberg & Schaufeli, 2006;
Wefald et al., 2011). However, limited studies study, to date, has been identified that has
examined the mediating effect of employee engagement on the relationship between
transformational leadership and job related outcomes (namely job satisfaction and intention
to quit the job). The following section provides a theoretical justification for how employee
engagement at work mediates this relationship.
There are several theories that explain how employee engagement mediates the relationship
with important work related outcomes. Halbesleben (2011) summarised three unifying
evidence-based theories that help in guiding the research and practice on the relationship
between employee engagement at work and job related outcomes. These are the Job DemandResource Model (Schaufeli & Bakker, 2004), Self-Determination Theory (Ryan & Deci,
2000) and The JD-R Model has been heavily cited in explaining the mediating role of
employee engagement between a set of conditions in the work and work related outcomes in
the latter two theories (Schaufeli & Bakker, 2004; Hakanen et al., 2006; Bakker &
Demerouti, 2008; Schaufeli & Salanova, 2008). Simpson (2009) found that the JD-R Model
has dominated the research on employee engagement.
As explained in Chapter 2, the JD-R Model proposes that feelings of engagement at work can
be developed through the motivational psychological process (Hakanen et al., 2006). This
motivational psychological process acts as the underlying theory for using employee
engagement to explain the relationship between a set of job resources and related outcomes
(Schaufeli & Bakker, 2004).
Leadership style has always been considered to be an important element of job resources. Job
resources are defined as “those physical, psychological, social, or organisational aspects of
the job that either/or (1) reduce job demands and the associated physiological and
psychological costs; (2) are functional in achieving work goals; (3) stimulate personal
growth, learning and development” (Schaufeli & Bakker, 2004, p. 297). A transformational
leadership style can be aligned with these three conditions, and is therefore considered as a
vital job resource. Specifically, several studies supported the position that: behaviours of
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transformational leadership influence employee growth (Kark & Shamir, 2002), learning
(Bass & Riggio, 2006) and development (Dvir et al., 2002); the transformational leadership
style is a motivational leadership style that influences employees to achieve desirable
outcomes (Bass, 1985); and finally transformational leadership behaviours help in reducing
overall job demands (Tims et al., 2011). Based on the motivational psychological process
proposed in the JD-R Model, employees will be more likely to experience enhanced feelings
of engagement and thus achieve desirable work objectives when they have vital job resources
such as transformational leadership.
This motivational process of influence can hold either an intrinsic or extrinsic motivational
role (Bakker & Demerouti, 2008; Schaufeli et al., 2008). Specifically, in the intrinsic
motivational process, job resources promote employees’ traits of growth, learning and
development by fulfilling their fundamental human needs, such as the needs of autonomy and
competence (Schaufeli & Bakker, 2004, p. 298). For instance, the intellectual stimulation
leader creates a supportive environment where followers are encouraged to learn to think
creatively (Avolio & Bass, 2002), which in turn should increase job competence. As opposed
to intrinsic motivation, the extrinsic motivational process argues that the availability of job
resources nurtures the readiness of employees to dedicate greater effort and ability to more
difficult work goals (Schaufeli & Bakker, 2004). This in turn enhances employees’ desire to
accomplish tasks effectively and to achieve the desired goals. This is evident in
transformational leadership literature. Bass (1985) argued that the main aim of
transformational leaders is to express their motivational potential to stimulate followers to go
beyond self-interest for the sake of the group or organisational goal.
Together, these two motivational processes indicate that the presence of an effective
transformational leader enhances followers’ feelings of engagement at work, by ensuring that
tasks are completed and opportunities for personal growth are offered. However, when the
work environment lacks such a leader, efforts to achieve the task will be hindered. This is
more likely to develop a negative attitude in followers towards their own work (Bakker &
Demerouti, 2008). Based on the arguments presented in the literature, when an employee is
engaged in work, a positive emotional state is developed in relation to the work. These
positive emotions in turn should facilitate favourable job related outcomes such as job
satisfaction. The presence of this positive emotional state also makes it harder for employees
to detach from their work, leading engaged employees to reduce their thoughts about and
desire to leave their job.
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A number of direct relationships have been established through the discussion presented so
far in this thesis:


transformational leadership  job satisfaction



transformational leadership  intention to quit



transformational leadership  employee engagement



employee engagement  job satisfaction



employee engagement  intention to quit

Integrating the theoretical discussion above with the evidence that reviewed these direct
relationships, it can be stated that employees’ levels of employee engagement mediate the
relationship between transformational leadership, job satisfaction and intention to quit.
5.4.3 The hypothesised sequential mediation relationship
Transformational leaders stimulate feelings of purpose and personal meaning, which leads
employees to experience work as a meaningful place that relates to employees’ end purpose
(see Section 4.5.1). In addition, evidence shows that meaningful work facilitates the
appearance of feelings of work engagement (see Section 4.5.2). Based on these findings,
Section 4.5.3 shows that experience of meaningful work would mediate the relationship
between transformational leadership and employee engagement.
Researchers have long been interested in the role of transformational leadership in
influencing employees to achieve favourable outcomes. Most empirical studies have found
that transformational leadership is positively related to indicators of leadership effectiveness,
such as follower satisfaction in the job (Walumbwa et al., 2007), intention to quit the job
(Wells & Peachey, 2011) and performance (see meta-analysis for quantitative and qualitative
review Lowe et al., 1996; Judge & Piccolo, 2004). However, Walumbwa et al. (2011) argued
that few researchers to date have examined whether multiple constructs can sequentially
mediate these relationships (p. 154). Accordingly, viewing the relationships between these
constructs in this way is considered significant because a greater understanding of the
relationship between transformational leadership and employee outcomes will increase the
opportunity to further understand and develop transformational leadership theory (Yukl,
1998; 1999; Avolio et al., 2009).
Consequently, based on these arguments and the relationships presented in this chapter and in
previous chapters, it is proposed that experience meaningful work and employee engagement
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will statistically and sequentially mediate the relationship between transformational
leadership, general job satisfaction and intention to quit. A diagrammatic representation of
this hypothesised sequential mediating relationship is depicted in Figure 5.1.

Meaningful
Work

Employee
Engagement

Transformational
Leadership

Outcome
Variables

Figure 5.1: A diagrammatic representation of the hypothesised sequential mediating
relationship

5.5

Chapter summary

The purpose of this chapter was to identify and discuss two selected job outcome variables:
job satisfaction and intention to quit. This chapter has provided theoretical justification and
empirical evidence for the direct relationships between these two selected outcome variables
and transformational leadership, meaningful work and employee engagement. The study of
these relationships concluded that there is evidence that meaningful work and employee
engagement will sequentially mediate the relationship between transformational leadership
and both outcomes.
Chapter 6 summarises the hypotheses of this thesis and illustrates them through the proposed
testable model.
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6
6.1

RESEARCH METHODOLOGY

Introduction

The review presented in the preceding chapters revealed that, as far as it has been possible to
ascertain, only a limited number of studies have conducted empirical investigations of the
role of employee engagement between a set of antecedents and consequences. It is widely
acknowledged that further studies are needed, as established in Chapters 1-5. In response, this
thesis investigated the relationships between transformational leadership, meaningful work,
employee engagement, job satisfaction and intention to quit the job. The model, proposed
from previous literature, presented in Section 6.2, elucidates these relationships and addresses
an interesting gap in the literature that has not yet been researched.
This chapter provides a detailed outline of the research methodology and approaches adopted
in this thesis. It is comprised of eight sections, which describe the sequential steps for
empirical research methods as presented by Balnaves and Caputi (2001) and Punch (2003).
Section 6.3 provides the justification of the research design, and explains the methodology
used in this thesis. Section 6.4 outlines the target population and the sampling frame of the
thesis, followed by a discussion of sampling issues. Section 6.5 addresses some of the
descriptive characteristics of the selected sample and presents the sampling profile. Section
6.6 presents the measures used for assessing the five variables of the thesis. Section 6.7
presents the procedure for data collection. Section 6.8 outlines the procedures and statistical
techniques used for analysing the data and for hypothesis testing. Section 6.9 concludes with
a summary of the thesis methodology.
6.2

Study model and proposed hypotheses

Existing theoretical discussions and empirical evidence, as explained in chapters 3, 4, and 5,
have informed the development of the proposed model as well as the formulation of the
hypotheses for this thesis. The model illustrates the proposed relationships between the
selected antecedents (transformational leadership and meaningful work) and consequences
(job satisfaction and intention to quit the job) of employee engagement. The proposed
structural model is depicted in Figure 6.1. The hypotheses for this model are shown on the
model.
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Figure 6.1: The proposed model of the thesis3

Based on the research gaps identified in Chapter 1, and the discussion presented in Chapters
2-5, several hypotheses have been developed. These hypotheses relate to one of the study
aims, which together meets the overall purpose of the thesis. They will be tested to
empirically validate the proposed research model of antecedents and consequences of
employee engagement.
The first aim discussed in Chapter 3 is concerned with examining the direct relationship
between transformational leadership and employee engagement among a sample of
Australian employees. Hypothesis 1 examines this relationship:
Hypothesis 1:

There is a direct, positive relationship between transformational

leadership and employees’ engagement at work.
The second aim discussed in Chapter 4, is concerned with examining and providing empirical
evidence for the mediating role of the experience of meaningful work in the relationship
between transformational leadership and employee engagement among a sample of
Australian employees. Hypotheses 2a-2c examine this relationship:
Hypothesis 2a:

There is a direct, positive relationship between transformational

leadership and employees’ experiences of meaningful work.

3

Note: Hypotheses 2c, 6a and 6b are not reflected in this model to reduce clutter.
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Hypothesis 2b:

There is a direct, positive relationship between employees’ experiences

of meaningful work and employees’ engagement at work.
Hypothesis 2c:

Employee experiences of meaningful work partially mediate the

positive relationship between transformational leadership and employees’ feelings of
engagement at work.
The third aim discussed in Chapter 5, is concerned with testing the links between
transformational leadership and selected job related outcomes (job satisfaction and intention
to quit the job) by examining whether employees’ experiences of meaningful work and
employee engagement at work sequentially mediate both relationships. This also involves
estimating the indirect effects of each mediator in the proposed relationships. Several direct
(hypotheses that reflects the direct relationships among variables) and indirect (hypotheses
that reflects the indirect relationships among variables) hypotheses examine this aim.
The direct hypotheses for the third aim of the thesis are:
Hypothesis 3a:

There is a direct, positive relationship between transformational

leadership and employees’ job satisfaction.
Hypothesis 3b:

There is a direct, negative relationship between transformational

leadership and employees’ intentions to quit the job.
Hypothesis 4a:

There is a direct, positive relationship between employees’ experiences

of meaningful work and employees’ feelings of job satisfaction.
Hypothesis 4b:

There is a direct, negative relationship between employees’

experiences of meaningful work and employees’ intentions to quit the job.
Hypothesis 5a:

There is a direct, positive relationship between employees’ levels of

engagement at work and employees’ feelings of job satisfaction.
Hypothesis 5b:

There is a direct, negative relationship between employees’ levels of

engagement at work and employees’ intention to quit the job.
The proposed sequential (three-path) mediation hypotheses for the third aim of the thesis
are:
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Hypothesis 6a:

Transformational leadership is indirectly related to employees’ job

satisfaction through the mediating influence of employees’ experiences of meaningful work
and, in turn, employees’ engagement at work.
Hypothesis 6b:

Transformational leadership is indirectly related to employees’

intentions to quit the job through the mediating influence of employees’ experiences of
meaningful work and, in turn, employees’ engagement at work.
6.3

Overview of the research design

Research design is referred to as “a master plan specifying the methods and procedures for
collecting and analysing the needed information” (Zikmund, 2003 p. 65). The design of any
research relies heavily on the level of existing knowledge about the topic, and should
incorporate a specific framework for variables of the study, specify the type of observations
that must be made and describe the processes required to achieve this. When choosing the
research design for any study, it is important “to understand how the nature of the problem
influences the choice of research method” (Zikmund, 2003 p. 54). Describing the research
design enables the aims of the study to be examined in an accurate and objective manner.
The research design for the thesis was determined after considering the background, aims
and formulated hypotheses. The research method used in this thesis is best described as
explanatory (deductive-reasoning) and correlational, utilising a cross-sectional survey and
quantitative methodological approaches. A survey-based design using a number of survey
measures was employed to assess perceptions and attitudes of employees towards the
variables in the study. The following sub-sections (6.3.1- 6.3.5) will discuss the research
design in detail so the procedures followed to explore the aims, interpretation of the results
and implications drawn for the study can be clearly understood (Sekaran, 2003).
6.3.1 Explanatory research design: hypothesis testing
The first step of research design is to identify the purpose for conducting the study (Balnaves
& Caputi, 2001). Social science studies can be classified into three forms of research:
exploratory, descriptive and explanatory. Exploratory research is undertaken when deeper
exploration of a new research area is sought, or when limited information is known and more
explanation is needed for the phenomena. Descriptive research is based on a previous
understanding of the nature of the research problem; it provides an overview of the
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characteristics of the phenomena. Explanatory research, on the other hand, seeks to explain a
process where the goal is to develop explanations through possible mechanisms (Balnaves &
Caputi, 2001; Sekaran, 2003). Explanatory research not only states what is happening (as in
descriptive research), it also provides answers about why something occurs in a certain
manner. Researchers begin by presenting the possible causes of a certain relationship (i.e.,
building hypotheses) then provide evidence to support or reject these hypotheses.
The present study aims to provide systematic information about the characteristics of the
sample of this study; describe the frequency of each variable in the sample; and develop,
evaluate and validate deeper inferences about why each proposed hypothesis is supported or
not supported. Therefore, the purpose of conducting this thesis is to establish descriptive and
explanatory findings.
6.3.2 Designs for hypothesis testing: correlational design
The second step of research design is to select the design for testing the hypotheses.
Correlational designs (or non-experimental research) focus on the empirical relationship
between identified variables. The researcher observes and determines the proposed
relationships between these variables to determine whether an increase in one variable
corresponds to an increase or a decrease in another variable (Hair, Black, Babin & Anderson,
2010). Correlational designs help researchers to establish the extent to which variables vary
or co-vary, where researchers do not manipulate an independent variable (Punch, 2003).
Experimental design or causal research is often associated with cause and effect hypotheses
(Balnaves & Caputi, 2001). In causal research, such manipulation of an independent variable
is possible (Zikmund, Babin, Carr & Griffin, 2010). The aims of this thesis do not require
manipulation of independent variables, so a correlational design (rather than a casual
relationship design) was taken. This approach is also reflected in the study’s correlational
hypotheses.
6.3.3 Quantitative research
In the context of research design, clarifying whether the study adopts a qualitative or
quantitative research method is essential (Creswell, 2003; Punch, 2003). Quantitative
methods are most appropriate for addressing the current study aims and hypotheses, as they
enable explanatory (theory-testing) research (Hair, Bush & Ortinau, 2004; Newman &
Harrison, 2008). In contrast, qualitative research is appropriate for studies associated with
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research that aims to investigate new beliefs and feelings in order to provide superior richness
of information, such as exploratory, theory-generating research, narrative research, case
studies and ethnographic studies (Creswell, 2003).
One of the main differences between qualitative and quantitative methods is the data
collection procedures used. Qualitative studies require data collection procedures that allow
the researcher to develop an in-depth understanding of human behaviours and to record a
complete, detailed description of the issue under investigation (Creswell, 2003). The findings
of qualitative research are not tested to determine whether they are statistically significant or
simply due to chance (Patton, 2002); consequently it is hard to replicate or extrapolate
qualitative findings.
Although the picture of the data which emerges from a qualitative study is richer than the
data obtained in a quantitative study, the findings of qualitative studies cannot be generalised
to the wider population, or to other similar populations, with an equal amount of certainty as
for quantitative findings (Creswell, 2003). In contrast, quantitative methods allow the
findings to be generalised to the defined population and to make some claims about the
population to a high degree of certainty (Creswell, 2003; Neuman, 2003; Zikmund, 2003;
Hair et al., 2004).
As this thesis is concerned with explaining the role of employee engagement between a set of
antecedents and consequences in an Australian context, quantitative research was used to
enhance the validity and generalisability of the findings. It is important that results from this
research can be generalised across the Australian workplace context because the research is
intended to provide managers with new insights about workplace intervention programs, to
clarify how to increase levels of meaning, engagement and satisfaction within the workplace,
and to identify how to reduce employees’ intentions to quit.
The comprehensive literature review presented in Chapters 2-5 revealed a considerable body
of empirical research that used a quantitative research approach in relation to analysis of the
variables under investigation in this thesis. Accordingly, and based on the nature of this thesis
(correlational design and hypotheses testing), this thesis adopts a quantitative approach to
establish its findings.
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6.3.4 Deductive reasoning
Understanding the logic behind assumptions, decisions and conclusions is also important in
social science research. There are two approaches to research that involve researchers making
such reasoned judgements about evidence: the inductive approach (theory-building) and the
deductive approach (theory-testing). Inductive reasoning refers to a process in which
researchers develop a theory from observations and descriptions. Inductive reasoning is used
to derive a theory, while deduction involves conclusions that require further testing and
evidence (Balnaves & Caputi, 2001). A deductive reasoning style appears when researchers
select a theory, and from that theory they propose hypotheses. These hypotheses are
presented formally and then tested through analytical procedures. De Vaus (1995) claimed
that the basic idea of the deductive reasoning approach “is to derive from the general theory
more limited statements which follow logically from the theory” (p. 17). The deductive
reasoning style is most commonly used in a quantitative methodological approach, while
inductive research is usually employed with a qualitative methodological approach (De Vaus,
1995).
This thesis will build its conclusions from several premises and inferences that have been
presented in the hypotheses in section 6.2. Therefore, this thesis uses a deductive approach.
6.3.5 Survey design
This thesis uses survey methodology. Zikmund (2003) defined a survey as “a research
technique in which information is gathered from a sample of people using questionnaire” (p.
66). The survey method provides many advantages, including flexibility, usefulness and
convenience. It facilitates the collection of information from many people to provide data
about the present, to learn what people are thinking, doing and anticipating in real time, to
identify typical responses, and to discover new insights (Zikmund et al., 2010)4. Surveys are
suitable for data that is gathered from observational situations that may depend on people’s
perspectives, attitudes and behaviours (Zikmund, 2003). This thesis used a self-administrated
survey posted on a link (i.e., web-based composite survey) to assess and operationalise each
of the variables at a specific point in time (cross-sectional). Excluding the demographic
questions, all questions used a Likert scale to record participant responses. Both the questions
and the Likert scales (five-point or seven-point) were taken directly from established research
4

For advantages and disadvantages of survey design, see Zikmund et al. (2010 p. 232).
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(see Section 6.6). Despite its limitations, the benefits of this web-based survey method
outweighed other traditional approaches because it has been found to be faster, more
efficient, cheaper and easier for collecting information that is extremely sensitive – it is
therefore highly useful for this study, which is concerned with employees’ perceptions about
their direct managers.
6.4

Participants: The sample population

This section describes the source and number of participants in general, and the participants
that actually engaged in this study (the sample). The process of obtaining a sample is not a
simple matter in quantitative research (Balnaves & Caputi, 2001). Several important issues
need to be addressed by researchers before obtaining a sample (Creswell, 2003; Punch, 2003;
Rudestam & Newton, 2007; Zikmund et al., 2010):
i.

Identify the target population and sampling frame;

ii.

Determine the sampling method and the procedures for locating participants; and

iii.

Determine the appropriate number of participants (i.e., the sample size).

In order to determine an appropriate sample size, these three key issues are now discussed.
6.4.1 The sampling design: Identifying the target population and sampling frame
It is important to clearly differentiate between the target population and the sampling frame
of the research (Zikmund, 2003). The target population should be clearly defined so that the
sources from which the participants are taken can be identified. The target population refers
to a complete group that shares a set of characteristics; the target population is relatively
similar to the population, however includes only those who are pertinent to the research
project (Zikmund et al., 2010). In this thesis, the target population was identified to be all
employees who work in Australia. The sampling frame was limited to employees who are
characterised and exclusively working under a direct manager, boss or superior in any
Australian industry sector (e.g., manufacturing, service, educational).
This study ensured that the sample was drawn from employees who have been working in a
job and under a direct supervisor/manager in any sector in the Australian context (i.e., the
sampling frame).
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6.4.2 The sampling method and the procedures for locating participants
In terms of the sampling method, it would be impractical and prohibitively expensive to
investigate all participants in the target population. However, it is important to use a
representative sample of this target population in order to reduce the gap between the sample
and target population. Since the web-based survey provided no opportunity for application of
a selection procedure (i.e., the probability of any participant being selected was unknown),
non-probability judgemental sampling was used to select potential participants from the
target population. The judgement sampling method focused on selecting participants who
have certain characteristics in order to fulfil the purpose of the study (Zikmund, 2003). One
of the advantages of this sampling method is that it helps in collecting a large number of
required participants in an effective manner, which is essential for achieving the purpose of
the study (Zikmund, 2003). In addition, this sampling method is one of the most appropriate
methods when the target population is difficult to locate.
To maximise the advantages of the judgement sampling method, the web-based composite
survey used in this study was posted through a secure online research service on a public
website to provide access to as many potential participants as possible. A professional
company from Sydney, Australia was employed to source participants. 4200 of potential
participants were contacted about participating in the study through e-mail invitations and the
company’s personal contact system. This company was hired because of its ability to find a
large number of potential participants with the required characteristics for this study. It also
increased the speed and efficiency with which participants could be found.
6.4.3 Determining the sample size
Determination of the appropriate sample size for a particular study is considered to be one of
the most difficult issues faced by researchers. Several methods have been developed to
estimate the appropriate sample size for any research. Some researchers believe that
estimation of an appropriate sample size should depend largely on the nature and purpose of
study, the degree of accuracy that required from the results, and the variation of the
population (Balnaves & Caputi, 2001; De Vaus, 2002).
While there is no correct or incorrect sample size (Garson, 2011), Israel (1992) recommended
several approaches for determining an appropriate sample size. These approaches are: using
the entire population when the sample is small; using a sample size that is similar to other
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studies; using published tables; or using formulas such as power analysis. With respect to
these proposed approaches, and given that this thesis will use Structural Equation Modelling
(SEM) as the main procedure for data analysis (see Section 6.8), the issue of sample size was
mainly considered from the SEM perspective (Anderson & Gerbing, 1988; Marsh, Balla &
Mcdonald, 1988; Hair et al., 2010). Hair et al. (2010) argued that an adequate sample size is
required when using SEM analysis to produce trustworthy results and stable solutions5. Hair
et al. (2010) stated that the minimum agreed cut-off number for an adequate sample size in
SEM is five participants for each observed variable (i.e., five participants for each item of the
scale), with ten participants being considered a satisfactory sample size for each observed
variable item (i.e., a ratio of ten participants for each item of the scale).
The sample size obtained for this thesis was 530 participants. The web-based survey included
40 scaled items. Hence, the ratio was 40:530, which equates to 1:7.5 – i.e., 7.5 participants
for each item of the scale. This ratio of 1:7.5 falls between the Hair et al. (2010) ratios of 1:5
and 1:10. It is believed, therefore, that the size of the sample in this study adequately
represented the relevant population in terms of SEM analysis. The sample size in this study
exceeded the required sample size suggested by other researchers (Kline, 1998; Garver &
Mentzer, 1999), who claim that a sample size in excess of 200 participants can be considered
sufficient to achieve a desired level of statistical power with a given model (cited in Hoe,
2008 p.77).
6.5

Profile of the selected sample

The web-based survey consisted of two main sections. The first section was concerned with
participants’ demographic characteristics. The second section was concerned with the study
variables.
Respondents were initially asked to provide information about their age, gender, academic
background, industry in which they presently worked, hours worked per week, duration of
work experience, and the duration of service under the supervisor at the time of data

5

Four preconditions are considered adequate for establishing an appropriate sample size in
SEM. These are: the multivariate normality of the data; the estimation technique used by the
researcher for analysis; the size of the model and its complexity; and the missing data. All of
these preconditions and their application in this study are discussed in section 7.4.
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collection. The demographic characteristics of the sample are presented in Table 6.1 to
provide the reader with a broad overview and better understanding of the study sample.
Table 6.1 Demographic characteristics of participants (n = 530)
Item

Category

Gender

Male

259

48.9

Female

271

51.1

20–30

128

24.2

31–40

178

33.6

41–50

126

23.8

51–60

82

15.5

61 years or more

16

3.0

High school or lower

81

15.3

Certificate/Associate Diploma

71

13.4

Diploma

78

14.7

Degree

166

31.3

Masters

85

16.0

PhD

44

8.3

Other

5

0.9

Agricultural

2

0.4

Construction

26

4.9

Innovation, science and
technology

70

13.2

Mining

6

1.1

Retail

41

7.7

Manufacturing

43

8.1

Service industry

92

17.4

Tourism

16

3.0

Transport

23

4.3

211

39.8

6

1.1

11–20 hours

36

6.8

21–30 hours

72

13.6

31–40 hours

235

44.3

Age

Academic background

Industry type

Frequency

Other
Working hours/ week

10 hours or less

142

Percentage %

41 hours or more
Duration of service in
current job

Duration of service under
supervisor

181

34.2

Less than 6 months

45

8.5

7 months–1 year

69

13

2–5 years

198

37.4

6–10 years

110

20.8

11–20 years

73

13.8

21 years or more

35

6.6

Less than 6 months

77

14.5

7 months–1 year

115

21.7

2–4 years

184

34.7

5–8 years

77

14.5

9 years or more

77

14.5

Table 6.1 shows that the sample of 530 participants showed a slight bias toward female
participants: 51% of participants were female and 49% were male.
Participant concentration by age was recorded as: 20-30 years: 24.2%; 31-40 years: 33.6%;
41-50 years: 23.8%; 51-60 years: 15.5% and 61+ years: 0.8%. Participants provided
information about their highest level of academic qualification achieved. 44 participants
(8.3%) held a PhD, 85 participants (16%) held a Masters degree, and 166 participants
(31.3%) held an undergraduate degree. 78 participants (14.7%) held a Diploma, 71
participants (13.4) held a Certified or Associate Diploma, and 81 participants (15.3%) had
completed high school or lower. 0.9% of the participants were categorised as ‘other’.
Regarding industry type, 211 participants (39.8%) indicated that they worked in an industry
other than those specified in the survey. It is important to note that the multiple options
offered for industry type may have affected the way participants answered the question. In
this question, participants were given the opportunity to type in their answers. It can be
assumed that a large percentage of participants were in the service industry because careful
review of the written answers showed that participants entered responses such as “I am not
sure whether this fall in service industry”. Over half of those who answered ‘Other’ were
working in academia, which is considered as a service industry.
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Regarding working hours per week, 181 participants (34.2%) worked 41 or more hours per
week, 235 participants (44.3%) worked 31-40 hours per week, 72 participants (13.6%)
worked 21-30 hours per week, 36 participants (6.8%) worked 11-20 hours per week, and only
6 participants worked less than 10 hours per week.
The majority of participants (78.6%) had over 2 years of work experience, while 13% had
worked in their job for 7 months-1 year. Only 8.5% of participants had less than 6 months
work experience.
Finally, 77 participants (14.5%) had worked 9 or more years under their current supervisor
and another 77 participants (14.5%) had worked 4-8 years under their current supervisor. 184
participants (34.7%) had worked 2-4 years under their current supervisor, while 115
participants (21.7%) had worked 7 months-1 year under their current supervisor. The
remaining 77 participants (14.5%) had worked 6 months or less under their current
supervisor.
6.6

Measures

The second section of the web-based survey incorporated five measures with 40 items in
total. This section took participants approximately 20-25 minutes to complete. The measures
used were:


participants’ perceptions of managers’/supervisors’ transformational leadership
behaviours using the Global Transformational Leadership scale developed by
Carless et al. (2000);



participants’ perceptions of their levels of engagement at work using the Utrecht
Work Engagement Scale-17 developed by Schaufeli and Bakker (2003);



participants’ perceptions of meaningful work with an instrument developed by
May et al. (2004);



participants’ satisfaction with the general job using six items developed by
Kofodimos (1993); and



participants’ intentions to quit the job using three items developed by Colarelli
(1984).
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These scales have been used in previous studies shown to have good psychometric properties.
Employee engagement had the largest number of items used to assess it (17 items), while
only 3 items were used to assess respondents’ intentions to quit the job.
6.6.1 Transformational leadership
Several scales to assess employee perceptions of transformational leadership behaviours have
been reported in the literature. These include the Multifactor Leadership Questionnaire
(MLQ), the Transformational Leadership Inventory (TLI) (Podsakoff, Mackenzie, Moorman
& Fetter, 1990) and the Global Transformational Leadership (GTL) (Carless et al., 2000). In
the current study, managers’ or supervisors’ transformational leadership behaviours were
assessed from the view of employees using the GTL scale. This survey was developed to
assess seven dimensions of transformational leadership: communicating a vision; developing
staff; providing support; empowering staff; innovativeness; leading by example; and
charisma. The selection of the GTL in preference to other scales was made because:
a) it is free of charge and easily administrated measure compared with MLQ;
b) it is a short and practical measure of transformational leadership in comparison to
the MLQ and TLI, both of which are relatively long and therefore time consuming
(Carless et al., 2000); and
c) GTL has reported an acceptable reliability, strong convergent validity and a high
reliability, which should have substantial utility value (Carless et al., 2000).
With respect to different items used to assess transformational leadership, Carless et al.
(2000) noticed that the dimensions of GTL are strongly correlated with and have similar
conceptual meaning to the four dimensions of MLQ. Indeed, there is evidence that the MLQ
and GTL are correlated, therefore providing some evidence of convergent validity. This
convergent validity was evident in several empirical studies (Arnold et al., 2007; Nielsen et
al., 2008b), where the seven items of GTL were used to assess the four key dimensions of
transformational leadership considered in this study (intellectual stimulation, inspirational
motivation, individualised consideration and idealised influence). Consistent with previous
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studies, (Linsner, 2009) used the seven dimensions in the GTL scale to assess four
dimensions of transformational leadership6.
Participants were asked to rate their current immediate supervisor (or manager, depending on
their individual circumstance and the title used in their workplace) by indicating the extent to
which their supervisor engaged in behaviours of transformational leadership. The response
format of the GTL ranged from 1 (not at all) to 5 (frequently, if not always). One example of
these items is “My supervisor communicates a clear and positive vision of the future”. The
lower the score reported by a participant, the less that participant perceived their immediate
supervisor as possessing transformational leadership characteristics. In contrast, the higher
the score reported by the participant, the higher that participant perceived his immediate
manager to be a person who exhibited transformational leadership behaviours.
6.6.2 Employee engagement at work
Chapter 2 discussed both practitioners’ and academics’ measures of engagement, and
identified the problems with applying practitioners’ measures. As initially noted in Chapter 2,
this study excluded the practitioners’ measures of engagement from its selection (e.g., Gallup
12 questions of employee engagement) and solely focused on the scientifically derived scales
that appeared in academic literature (Christian et al., 2011; Shuck, 2011). This decision was
made on the basis of numerous claims that there was little validity and reliability of the
practitioners’ measures. For instance, Wefald and Downey (2009b) suggested that industry
measures of engagement should be viewed sceptically since “the main problem with the
various industry approaches to engagement is that, for the most part, they are proprietary and
are not normally subject to external reviews” (p. 142). Furthermore, as discussed in Chapter
2, there are difficulties with industry and practitioners’ definitions of employee engagement
because they share some aspects with other more familiar terms. Finally, Christian et al.
(2011) noted that industry and practitioners’ measures are more likely to assess the work
conditions that improve employee engagement rather than measuring the dimensions of
employee engagement itself (Christian et al., 2011). Due to this range of issues, academic
researchers have generally limited their usage to only scientifically derived measures of
employee engagement, which is the view taken in this thesis.

6

For a further discussion of this combination see Arnold et al. (2007).
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A number of scientifically derived measures for assessing employee engagement at work
have been found. These include: the Utrecht Work Engagement Scale (UWES-17) developed
by Schaufeli et al. (2002) (Three factor model of engagement); the Oldenburg Burnout
Inventory (OLBI) developed by Demerouti, Bakker, Vardakou, and Kantas (2003)
(Burnout/Engagement model); and May et al.’s (2004) measure for physical, emotional and
cognitive engagement (Model of personal engagement). As discussed in Section 2.3.4, this
thesis has adopted the Schaufeli et al (2002), Three-factor model of employee engagement,
which includes three dimensions of engagement at work: vigour, dedication and absorption.
Therefore, the process for selecting the scales to measure employee engagement at work
involved an evaluation of the scales’ usefulness in assessing these three dimensions of
participants’ engagement at work. Based on this evaluation, it was determined that the most
widely used instrument – the UWES-17 (Schaufeli & Bakker, 2003; 2010) – was the most
appropriate scale for rating employee engagement at work in this thesis.
The UWES is comprised of 17 items. The items can be combined to assess three sub-scales,
each of which measures one dimension of employee engagement at work as posited by
Schaufeli and Bakker (2003). The vigour sub-scale is composed of six items, the dedication
sub-scale of five items and the absorption sub-scale of six items (Schaufeli, Bakker &
Salanova, 2006a). The UWES-17 has good psychometric qualities, and is able to measure the
dimensions of employee engagement without the length of the scale (17 items) influencing
participants’ responses (Schaufeli & Salanova, 2011).
According to previous studies (e.g., Schaufeli & Bakker, 2010), the wide usage of UWES-17
is due to evidence of its consistent factorial structure across both national and professional
samples, and the relative stability of its scores across time. The UWES-17 has been proven to
be a valid and unbiased scale in rating feelings of employee engagement at work across broad
cultural backgrounds such as Finland (Hakanen et al., 2006), Netherlands (Bakker &
Demerouti, 2008), USA (Kim, Shin & Swanger, 2009), Turkey (Koyuncu et al., 2006),
Nigeria (Karatepe & Olugbade, 2009), Spain (Salanova et al., 2005) and South Africa (Storm
& Rothmann, 2003). Furthermore, a review of several studies that used this scale determined
that reliability was acceptable (Cronbach’s α typically ranged between 0.80 and 0.90)
(Schaufeli & Bakker, 2003; Kim et al., 2009). Confirmatory factor analysis revealed that the
UWES-17 is a sufficient and clear three-factor model to measure employee engagement at
work (Bakker & Demerouti, 2008; Bakker, 2009; Schaufeli & Bakker, 2010).
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Despite the high reliability and validity of the UWES-17, some researchers have reported that
the three factors of employee engagement are highly correlated (Schaufeli & Bakker, 2003;
Schaufeli et al., 2006a), and that because of this high correlation, an alternative one-factor of
the UWES-17 can be used. Seppala et al. (2009) reported that the average correlation
between vigour, dedication and absorption is high (r= .60 -.90) and can therefore be reflected
in a higher order single construct of employee engagement. Consistent with these findings,
the three dimensions of the UWES-17 were combined in this thesis to form a higher order
factor to assess participants’ attributes of engagement at work (Schaufeli et al., 2002;
Halbesleben & Wheeler, 2008).
Participants’ engagement at work was measured by asking participants to report their
attributes on a seven-point Likert scale from 0 (never) to 6 (always) (as specified by UWES17). The higher the score reported by the participant, the more he/she felt engaged at work.
The lower the score reported by the participant, the less he/she perceived himself/herself as
engaged. Examples for these items included “At my work, I feel bursting with energy”, “I am
enthusiastic about my job” and “I am immersed in my work.”
6.6.3 Meaningful work
Participants’ experiences of meaningful work were measured using six items developed by
May et al. (2004). May et al.’s measure was chosen because its approach aligns with the
description of meaningful work adopted in this thesis. The six-item scale has been used
previously in several studies, and has been shown to have a strong convergent validity and
reliability (e.g., Morin, 2009). Participants’ experiences of meaningful work were measured
by asking them to rate their perceptions of the six items on a five-point Likert scale from 1
(strongly disagree) to 5 (strongly agree) (as specified by May et al. (2004)). The lower the
score reported by participants, the less perceived meaning in their work. This section
included items such as “My job activities are personally meaningful to me”, “My job
activities are significant to me” and “I feel that the work I do on my job is valuable”. In a
similar way to May et al.’s (2004) use of the measures, this study averaged the six items to
create a single index for assessing meaningful work. May et al. (2004) reported a high
reliability of the scale (α= 0.90).
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6.6.4 General Job satisfaction
General job satisfaction was measured using the seven items developed by Kofodimos
(1993). This scale has been widely used in the literature to assess how satisfied participants
are with their general job, rather than with a specific facet of their work context (see Section
5.2). The seven items were measured on a five-point Likert scale from 1 (strongly disagree)
to 5 (strongly agree) (as specified byKofodimos, 1993). One example of the items used was
“I feel challenged by my work”. The seven items were averaged to create a single index. This
scale has sound psychometric properties. Kofodimos (1993) reported that this scale had high
reliability (α= 0.81).
6.6.5 Intention to quit the job
Due to its limited number of questions, Participants’ intention to quit their job in the next
year was assessed using three items developed by Colarelli (1984). This scale assessed
participants’ intentions to stay with the current job, or to quit and look for a new job, in the
next year. One example of the items used in this scale is “I frequently think of quitting my
job”. The three items are measured on a five-point Likert scale from 1 (strongly disagree) to 5
(strongly agree) (as specified by Colarelli, 1984). This scale has sound psychometric
properties. Previous studies have used these items to assess intention to quit and reported
high reliability (e.g., α= .82 for Saks (2006) and α= .81 for Shuck (2010)).
6.7

Procedure for data collection

This thesis was granted approval by the University of Wollongong Human Research Ethics
Committee and the study fully adhered to the ethical standards set by the University (refer to
Appendix A-8-1- University of Wollongong human Resource Ethics Report- for
documentation).
The web-based survey was piloted using 20 respondents to confirm that users would have an
appropriate understanding of the measures used, and to identify any potential difficulties
answering the questions so that these could be rectified. The respondents were invited to
provide additional comments and suggestions to improve the survey design. This information
was collected to inform issues about the validity of the survey so it could be improved if
required. No changes were required based on the feedback from the respondents.
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Once the pilot phase of the survey was completed, invitations to complete a web-based
survey were sent out via the selected company (The Prospect Shop Pty Ltd)7. Appendix A8-2 presents the Invitation Letter and Web-Based Survey for data collection used in this
thesis. The first page was the invitation letter, which described the purpose of the study, data
collection, potential contribution, potential use of the research, and how participants’
confidentiality would be maintained and privacy protected. Participants were also informed
about the number of questions they would be required to answer, the nature of the study, and
the expected time required to respond. The link to the composite survey was provided in the
invitation letter. The web-based survey was posted on Survey Monkey (a professional web
hosting service). The service allows researchers to create their own web-survey, using free
and enhanced paid services. The facilities embedded in Survey Monkey facilitated efficient
survey design and the use of completion rules to ensure that the responses collected had
greater significance and could be highly trusted. For example, participants were required to
answer all questions in each section before they were able to advance to the next section. The
survey was set up to ensure that each participant was not able to submit more than one survey
(implemented through the web hosting service rule that only one survey response could be
submitted from each computer).
When participants clicked on the link in the invitation letter, they were directed to the web
form where the survey could be found and completed. The company used to recruit
participants was advised that this survey was to be completed by Australian employees who
were employed across various sectors, and worked under a direct supervisor/manager. The
formal data collection period was 8-15 February 2011, however the survey remained
available for a short time after this period to collect late survey responses. To recruit the
sample, 4,200 online invitations were sent via email to potential participants. 555 responses
were returned for this study. 25 of the survey responses were incomplete and were therefore
7

The Prospect Shop Pty Ltd is an expert company which considered one of the best sources
of collecting data in Australian and New Zealand. With over 300 sources of Australian and
NZ business, consumer and email lists, they can offer the client with impartial and
independent recommendations that best fit his/her study. A main strength of using the
services of the Prospect Shop is that they can provide the client with access to over hundreds
of emails and business lists of interests in Australia and New Zealand (see lists from the link
http://www.prospectshop.com.au). Furthermore, they adhere to the ADMA Direct Marketing
Code of Practice and National Privacy. In addition, this company provided me with several
lists of email for employees whose characteristics match with sample of the study.
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exempt from the findings, resulting in an overall response rate of 12.6%. This response rate is
a quite common for this type of survey; Punch (2003) found that a response rate of 30-40% or
less is common for mail surveys.
After the sample of 530 responses was collected, the responses were decoded and analysed
using the statistical analysis program SPSS. The data analysis procedures are explained in the
following section.
6.8

Procedure for data analysis

This section outlines the procedures used for data analysis and hypothesis testing. The logical
sequence of the statistical tests for this study is adopted as follows.
6.8.1 Preliminary analysis
Descriptive statistics were used to describe the study variables and the items of each variable
of the study. These descriptive statistics are important for describing the basic features of the
participants’ answers and ensuring that there are no out-of-bound entries beyond the expected
range. Since this thesis involved a deductive reasoning style (hypothesis testing), it was
crucial to understand the descriptive statistics so that the data were not misunderstood and,
thus, misrepresented.
6.8.2 SEM: the two-step modelling approach
SEM was used to examine the proposed direct and indirect hypotheses between
transformational leadership, meaningful work, employee engagement, job satisfaction and
intention to quit the job. SEM was also used to assess whether the model (scales and
hypothesised model) produced an acceptable fit with the collected data. This analysis was
implemented using Analysis of Moment Structures (AMOS 17.0) distributed by SPSS
(Arbuckle, 2006). SEM was the main analytical technique used in this thesis. The steps for
conducting SEM are explained in Chapter 7.
This thesis followed a widely recommended approach in SEM: the two-stage modelling
approach developed by Anderson and Gerbing (1988). The two-stage modeling approach is
useful because it “provides a basis for meaningful interference about theoretical constructs
and their interrelations, as well as avoiding some special interference” (Anderson & Gerbing,
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1988 p. 411). SEM is characterised by two fundamental components: the measurement model
and the structural model. These components can be considered as separate stages in SEM.
The first stage (i.e., the measurement model) involved assessment of the adequacy of the
scales based on how well each of the underlying indicators and errors fitted in the model.
Confirmatory Factor Analysis (CFA) using SEM was used to test the validity, reliability and
goodness of fit of the measurement instruments. CFA showed the pattern of observed
variables for those constructs in the hypothesised model.
The first step in the measurement model stage was examining the validity of the measures
used in this thesis. A measure is said to be valid if its items are arranged in a way that enables
each variable to be assessed by these measures. Therefore, the amount that each item shares
in the statistical significance of a reflected construct was examined. This was tested using
factor loading results taken from Standardised Regression Weights (β). β coefficients aim to
explore the strength of indicator variable loadings (or items of the scale). The items on the
scale must have higher factor loadings on their related constructs than on other constructs.
Research has suggested that an item on the scale is valid when the β coefficients is equal to or
higher than 0.5 – this is a requirement for acceptability of validity (Hair, Anderson, Tatham
& Black, 1995). Therefore, it was determined that any indicator that had a β weight lower
than 0.5 would be dropped from the measure.
The second step in the measurement model stage determined the reliability for each construct
in the proposed model to ensure that the items posited to measure a construct were
sufficiently related to be reliable (i.e., the degree of consistency) (Hair et al., 2010).
Reliability was tested through an Cronbach alpha test in SPSS. Researchers recommend
Cronbach alpha > 0.80 to confirm acceptability of reliability (Hair et al., 1995).
The final step in the measurement model stage examined the goodness of fit for each measure
by showing how satisfactorily each variable of the proposed model fitted the collected data.
To achieve this step, a combination of indices was used. Specifically, absolute, badness and
incremental fit indices were selected and evaluated Hu (Hu & Bentler, 1999; Byrne, 2001;
Hair et al., 2010). The goodness of fit indices and their respective cut-off values are presented
in Chapter 7.
In the second stage of the two-stage approach to SEM (i.e., structural model stage), the
overall goodness-of-fit of the proposed structural model and the collected data was assessed
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(Anderson & Gerbing, 1988). The model proposed in this thesis, which involves five
constructs and their underlying indicators, was assessed based on the outcomes of the
measurement model stage. It is argued that a model fits the data well when the fit indices are
found to be higher than the specified cut-off values (Byrne, 2001). These indices and
detailed threshold values are presented in Chapter 7.
6.8.3 Hypothesis testing
After examining the two-stage SEM approach, the study proceeded to test the hypotheses
presented in Section 6.2. As illustrated previously, hypotheses related to the model were
proposed in relation to each thesis aim. In total, this thesis proposed nine direct hypotheses,
one simple mediation hypothesis and two sequential mediation hypotheses to achieve the
aims of the study. Accordingly, several tests were performed to test these hypotheses. The
explanation for each underlying test is presented in this section.
Direct hypotheses. SEM was used to assess the magnitude of effect in the direct relationship
between an independent and a dependent variable (nine hypotheses). In details, the estimates
of path coefficients, which are viewed as β weights between the variables in SEM were used
to determine the sign and strength of the relationship between the variables proposed in the
nine direct hypotheses. However, before testing these hypotheses, it was necessary to
evaluate several assumptions. Four of the most common assumptions were addressed in the
statistical analysis: normality, linearity, multicollinearity and homoscedasticity (Hair et al.,
2010). Violating one or more of these assumptions undermines meaningful research
conclusions (Garson, 2011).
Firstly, the assumption of normality refers to the normal distribution of the sample results.
Several statistical procedures can be used for assessing normality. To test whether the sample
of the study was normally distributed a statistical standard test for normality – the ShapiroWilk (W) test is performed. This test is recommended for samples up to 2000 participants
(Garson, 2011). As a rule of thumb, if a W test is statistically non-significant (α> 0.05), then
the null hypothesis of normal distribution is rejected and (Hair et al., 2010). In other words,
the value of the W test is not significant if the variable’s distribution is not significantly
different from normal.
Secondly, the assumption of linearity is concerned with the relationship between variables
being linear, because it is assumed that this reflects better performance (Hair et al., 2010).
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When the relationship is nonlinear, other statistical analysis that is performed on the basis of
a linear relationship will fail to detect the existence of a relationship and hence the
predictions are likely to be extremely inaccurate. Linearity was verified through nonstatistical methods that included verification of scatterplots by plotting the dependent variable
against the independent variable (as listed in each hypothesis). In cases where the residual
reveals a straight line, it can be argued that there is no violation of the assumption of linearity
(Hair et al., 2010).
Thirdly, the assumption of multicollinearity is effective when there are high levels of
intercorrelation between explanatory variables (Garson, 2011). Multicollinearity can signal a
problem by revealing whether the intercorrelation among the variables is equal to or higher
than r= .80 (Rubin, 2009). Correlation coefficients between variables of the study were also
calculated. Specifically, the correlation coefficient test was conducted using Pearson’s
correlation to determine whether the correlation between any pair of hypothesed variables
exceeded r= .80. This information also assisted in determining the strength and direction of
the relationships between the hypothesised variables in the proposed model (Hair et al.,
2010).
Due to the importance of determining the accuracy of this assumption, Garson (2011) argued
that it would be better to use other tests that can take interaction effects, as well as simple
correlations, into consideration, rather than only considering the values of intercorrelation.
Consequently, the Tolerance value (1-R2) and Variance Inflation Factor (VIF) were checked
to further support the findings. Hair et al. (2010) recommended both tests for verifying
multicollinearity. Multicollinearity is considered not to be a problem when the tolerance
value is below 0.10 or when the value of VIF is above 10.0 (Hair et al., 2010).
Finally, homoscedasticity occurs when the dependent variable exhibits similar amounts of
variance across the range of values for an independent variable (Hair et al., 2010). Lack of
homoscedasticity is shown by higher errors (residuals) for some portions of the range than for
others (Garson, 2011). The variance around the regression line is the same for all values of
the dependent variable. This assumption was inspected graphically by examining whether
bivariate scatterplots had an oval shape versus a cone shape.
After testing the assumptions of violation and testing the direct hypotheses, the hypothesis
related to simple mediation was evaluated.
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Simple mediation hypothesis. Preacher and Hayes (2004) acknowledged that a simple
mediation relationship appears when an independent variable (X) affects a dependent variable
(Y) through a mediator (M). The total effect of X on Y represents the total effect (c). The
direct effect of X on Y after the addition of M is expressed as c’. Path a represents the effect
of X on M and path b represents the effect of M on Y controlling for the effect of X. The
indirect effect between Y and X is defined as ab. In most cases the indirect effect (ab)
represents the difference between the c and c’ (ab=c-c’) and thus the total effect (c) can be
calculated as the sum of c’ and ab (c=c’+ ab). As a rule of thumb, a partially mediated
relationship is supported when the value of the indirect effect path (ab) is smaller than the
value of total effect path (c) with the same sign. However, a fully (completely) mediated
relationship is supported when the value of ab path becomes insignificant when controlling
the mediator (M). The estimates of c, c’ and ab effects can be obtained from the estimates list
in AMOS.
The causal-steps approach developed by Baron and Kenny (1986) is one of the most
frequently cited approaches for conducting simple mediation analysis (Hayes, 2009;
Mackinnon & Fairchild, 2009). Although it is widely used, some researchers have recently
argued that it suffers from several limitations such as low ability to detect the mediation
effect and an inability to explicitly quantify the magnitude of the mediation effect (Hayes,
2009). The limitations of this method make it inappropriate for testing mediation hypotheses
(Hayes, 2009; Mackinnon & Fairchild, 2009). Therefore, the simple mediation hypothesis in
this study was tested using the bootstrapping approach (Preacher & Hayes, 2004). The
bootstrapping approach is a nonparametric method for assigning measures of accuracy to
sample estimates (Garson, 2011). The bootstrapping approach is based on a random resampling of the original dataset to create new samples of the same size. The bootstrapping
approach is a prominent and more powerful method than the causal-steps approach, and it has
been highly recommended as an approach for drawing inferences about indirect effects.
Hayes (2009) recognised this and argued that the bootstrapping approach should be the
method of choice in mediation analysis.
Preacher and Hayes (2004) argued that the value of bootstrapping outweighs other methods
for three reasons. Firstly, it does not impose the assumption of normality on the statistical
distribution of the sample. Secondly, this approach can be applied to small samples with
confidence. Finally, the bootstrapping method circumvents the power problem introduced by
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asymmetries and other forms of non-normality in the sampling distribution of the indirect
effect. The simple mediation hypothesis was tested using the bootstrapping method available
in AMOS.
For inference about the indirect effects of this hypothesis, the bootstrapping procedure in
AMOS was used and performed with 5,000 resamples. Statistical significance for the indirect
effect was determined from 99% bias and accelerated confidence intervals (Hayes, 2009).
After testing the simple mediation hypothesis, the tests related to evaluation of the sequential
mediation hypotheses were undertaken.
Sequential mediation hypotheses. The sequential mediation hypotheses or three-paths
mediation hypotheses (hypotheses 6a and 6b presented in section 6.2) were tested using the
nested model approach (the Chi squared χ2 differences test) (Bentler & Bonett, 1980). Here, a
series of alternative models were compared with the study’s proposed model. These
alternative models were plausible on the basis of theoretical arguments. This test required that
the best fitting model (with the lowest value of χ2) was selected for testing hypotheses 6a and
6b (Anderson & Gerbing, 1988; Marsh et al., 1988). However, the question of how to
estimate the direct, indirect and total effects when there are two mediators and two dependent
variables remains.
It was not possible to assess the estimates for the specific indirect effects through CFA with
SEM. To assess the estimates for the mediator variables (meaningful work and employee
engagement) that act between the independent variable (transformational leadership) and the
two dependent variables (job satisfaction and intention to quit the job), the SPSS
MEDTHREE test was performed.
The MEDTHREE macro syntax developed by Hayes et al. (2010) was used to determine the
magnitude of indirect effects that each mediator transmitted. MEDTHREE macro calculated
the exact total, direct and indirect effects of the independent variable (transformational
leadership) on the dependent variables (job satisfaction and intention to quit the job) through
two mediators (meaningful work and employee engagement). This is addressed in hypotheses
6a and 6b.
In a similar way to simple mediation, for inference about the indirect effects of three-path
mediation hypotheses, the bootstrapping procedure in MEDTHREE was used and performed
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with 5,000 resamples. Statistical significance for the indirect effect was determined from 95%
bias and accelerated confidence intervals (Hayes, Preacher & Myers, 2010).
Further explanation for this macro syntax is provided in section 7.9.3.2.
6.9

Chapter summary

This chapter has described and justified the methodology used to test the hypotheses and
achieve the aims of the thesis. The chapter began by presenting the proposed model as well as
the formulated hypotheses. A detailed review of the research design used in this thesis, the
target population and the sample of the study, issues of sampling, and the measures used for
assessing the five variables of the study were also discussed. Finally, a detailed description of
the data gathering and data analysis procedures were explained.
Chapter 7 provides a detailed overview of SEM as the main analytical technique and then
presents the results of the data analysis.
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7

APPLICATION OF STRUCTURAL EQUATION MODELLING AND
HYPOTHESES TESTING

7.1

Introduction

Chapter 6 presented a detailed account of the methodological approach and the procedures
used for data analysis and hypotheses testing. This chapter is comprised of two broad parts.
The first part of the chapter deals with the application of structural equation modelling (SEM)
for data analysis. Specifically, Section 7.2 begins with an overview of SEM, providing its
definition, characteristics and some of its strategies. Section 7.3 explains the four steps for
testing a model in SEM. Section 7.4 outlines the issues related to sample size in SEM, before
a discussion of the hypotheses testing is presented.
The second part of this chapter relates to the analyses conducted to address the aims of this
study. Section 7.5 examines the first stage of the two-stage modelling approach (analysis) by
assessing the validity, reliability and goodness-of-fit for each measurement scale (i.e., the
psychometric prosperities). Section 7.6 applies the second stage of this modelling approach
by assessing the goodness-of-fit for the structural model that was created based on the first
stage of the two-stage modelling approach. Section 7.7 identifies the correlations between
study variables. Section 7.8 is concerned with assessing the four assumptions for violation
before testing the hypotheses. Section 7.9 tests the hypotheses of the thesis. Section 7.10
concludes with a summary of results.
7.2

Overview of Structural Equation Modelling

The use of SEM as a methodological procedure for testing and analysing the relationship
between variables has been steadily increasing in recent years (Shah & Goldstein, 2006). The
use of SEM in empirical studies necessitates a discussion to determine the procedures and
steps needed to conduct and accomplish SEM analysis within this study. An overview of
SEM, its definition, characteristics and approaches are presented in Section 7.2.1. In the
sections that follow, the rationale for using this specific procedure for analysing the thesis
data is provided. Section 7.3 reviews the four steps for SEM (Savalei & Bentler, 2006).
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7.2.1 SEM: definition, key characteristics and strategies
SEM is known as a multivariate technique that involves a confirmatory (i.e., hypothesistesting) approach to the analysis of a structural theory bearing on some phenomenon (Byrne,
2001). The main goal of SEM analysis is to determine a model (theoretical or based on past
research) that makes theoretical sense and is a good fit to the relevant data.According to
researchers such as Byrne (2001), Shah and Goldstein (2006), and Hair et al. (2010), SEM
specifies the linear association between two sets of variables: observed variables (also known
as underlying indicators) and unobserved variables (also known as latent variables). The
unobserved latent variables are theoretical constructions that cannot be directly measured and
come in the form of exogenous (equate with independent variable in regression analysis) or
endogenous (equate with dependent variable in regression analysis) variables. These types of
variables are indirectly measured through several underlying observed variables. Contrarily,
observed variables are single items or combinations consisting of multiple items that serve as
indicators for measuring these unobserved variables. In the proposed model presented in this
thesis, the unobserved latent variables were: transformational leadership; meaningful work;
employee engagement; job satisfaction; and intention to quit the job. The observed variables
were: the seven items of GTL scale; the six items of May et al.’s (2004) scale; the seventeen
items loaded on three sub-dimension of UWES; the seven items of the job satisfaction scale;
and the three items of intention to quit.
In short, the proposed model of this thesis was based on past research and consisted of five
unobserved latent variables and forty indicators. These forty indicators are the sum of items
in the five scales. However, it should be noted that this proposed model was changed when
conducting the first stage of the two-stage modelling approach according to fit indices.
7.2.2 Key characteristic of SEM
According to Hair et al. (2010), SEM involves four key characteristics. These characteristics
make SEM more flexible than other techniques. First, SEM enables the researcher to examine
a series of interrelated dependence relationships between the unobserved latent variable and
its underlying indicators whilst excluding a non-eligible amount of measurement errors (i.e.,
error variance). Hair et al. (2010) acknowledged that the statistical estimation of the
relationship between unobserved latent variables is improved by assessing the measurement
errors that correspond to the indicators, and taking these into consideration. This position was
supported by Kline (1998), who argued that including the measurement errors on unobserved
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and observed variables provides great trustworthiness of the causal relationship between
unobserved variables with no bias of measurement error.
Second, SEM is concerned with defining a model to provide consistent and comprehensive
explanation of a theory (Hair et al., 2010). The hypothesised model can then be tested
statistically in a simultaneous analysis of the entire system of variables to determine the
extent to which it is consistent (i.e., fits) with the data. If the model is consistent with the
data, then the model argues for the plausibility of examining relationships among variables; if
it is inadequate, the tenability of such relations is rejected (Byrne, 2010). In this regard, SEM
uses a number of fit indices for assessing whether the hypothesised model, in comparison
with other models, is compatible with the entire data.
Third, SEM allows testing of the complex patterns of developed relationships, using multiple
techniques together to provide more comprehensive results than can be achieved otherwise.
These techniques (e.g., regression analysis) use different methods of analysis that need
several separate analyses to test relationships among a set of variables. For example,
regression analysis uses only one layer of linkages between the independent and dependent
variables at a time; this may involve the risk of overestimating the relationship between
constructs in the structural model if used alone. SEM also goes beyond regression analysis by
modeling several multiple regression equations between set of variables together, including
mediators when necessary (Kline, 1998; Byrne, 2001).
Finally, the SEM is considered an ideal approach for testing mediation hyotheses (James,
Mulaik & Brett, 2006). Indeed, Preacher and Hayes (2004) argue that SEM “offers a
reasonable way to control for measurement error as well as some interesting alternative ways
to explore the mediation effect” (p. 722). This is evident among several studies that rely
heavily on this technique in testing their mediating models (e.g., Salanova & Schaufeli, 2008;
Nielsen et al., 2009; Salanova et al., 2011).
These four key characteristics made SEM a more appropriate method than other techniques
that are only able to test a single relationship at a time (e.g., multiple regression) for use in
this study. Application of a SEM technique provided greater ability and more effective
statistical power for testing the model and hypotheses of this thesis. Hence, it is important to
understand the strategies for testing a model in SEM and the steps that need to be taken to
explore any of these strategies,
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7.2.3 Strategies for model testing in SEM
Jöreskog and Sörbom (1996) differentiated between three strategies when testing any model
using SEM. These strategies are in purpose and named as: the strictly confirmatory strategy;
the model generating strategy; and the alternative model strategy.
In the strictly confirmatory strategy, the researcher hypothesises only a single a priori model
that is theory-driven or based on past research, collects the appropriate data, and then tests the
fit of the hypothesised model to the sample data. By assessing the goodness-of-fit of the
hypothesised model, the researcher aims to focus only on whether to accept or reject the
model, with no further modification for the model. In a review of more than 500 published
applications of SEM between 1993-1997, MacCallum and Austin (2000) argued that the
strictly confirmatory strategy is highly restrictive because it requires the researcher to
evaluate an initial model in isolation, leaving little recourse if that model does not fit the data
well.
In the model generating strategy, researchers aim to find the model of best fit for the data. In
this strategy, the researcher proceeds in an exploratory rather than confirmatory manner to
modify and re-estimate the model as necessary. The basis for proceeding depends on the
goodness-of-fit of the model (see section 7.3.3). This is particularly useful if the original
model provides a poor fit for the data, as it allows the researcher to re-specify and improve
the model fit. MacCallum and Austin (2000) noted that modifications made to models should
be theory-driven, or based on past research, otherwise the results will be misleading and
abused.
Finally, another more attractive scenario (Maccallum & Austin, 2000) for testing models
using SEM is the alternative model strategy. In this case, researchers aim to compare the
original model with several alternative plausible models, with the aim of evaluating which
model best fits the data. Based on an analysis of each model, the researcher compares and
then accepts the hypothesised model that best represents the collected data. MacCallum and
Austin (2000) claim that analysing comparative information about alternative models lends
some protection from the confirmation bias of other strategies.
This thesis has taken an explanatory approach – the purpose of this thesis was to test a
hypothesised model driven from previous research and find the best model to fit the data (see
section 6.3.1). Therefore, it was appropriate to follow a model generating approach and an
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alternative models approach in addressing the aims and testing the hypotheses of this thesis.
The application of both strategies together provided a deep evaluation to generate the best
model to fit the data, as well as to provide meaningful inferences for the hypotheses of the
study. Using this information, it was then possible to compare the generated model with other
plausible models as discussed in later sections of this chapter.
7.3

Four stages for testing a model in SEM

Any model tested in the model generating strategy or in the alternative model strategy using
SEM is to be analysed through four stages. Savalei and Bentler (2006) specify these stages
as: model specification, model estimation, model evaluation, and model respecification and
modification. Although others have proposed different steps (e.g., Diamantopoulos &
Siguaw, 2000), it has been agreed that these stages are the most commonly used for
applications of SEM analysis (Savalei & Bentler, 2006). These four stages are presented and
discussed in detail next.
7.3.1 Model specification stage
In this stage, the model that was proposed in Chapter 6 was translated into a format that a
computer program (i.e., AMOS) could understand. This was conducted through two primary
steps: the model conceptualisation and path diagram construction. In the model
conceptualisation step, the researcher translated the hypotheses into a testable model. This is
a critical step, because it is unlikely that a model with no well defined unobserved or
observed variables can result in a useful, testable model. In the path diagram construction
step, the representations and expressions of hypothesised relationships between unobserved
variables and observed variables were drawn graphically. Diamantopoulos and Siguaw
(2000) argued that this is one of the most important steps because it helps in explicitly
depicting the direct and indirect relationships in the model. The unidirectional paths drawn in
the proposed model represented a set of direct and indirect hypotheses between exogenous
and endogenous variables. The drawings of these paths were based on evidence from
previous research presented in the literature review chapters. The unidirectional paths are
drawn in diagrammatic representation in Figure 6.2.
Although the model specification stage is a vital stage in obtaining a unique solution for
every parameter presented in a model, it is considered a difficult stage to implement (Savalei
& Bentler, 2006). This difficulty arises from the fact that later steps (i.e., model estimation
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stage and model evaluation stage) depend mainly on the validity of conducting this step.
Indeed, any problem when constructing the paths in the model should be addressed
throughout the model specification stage, otherwise the software used cannot detect any
errors and cannot help to rectify errors in the specification of the model (Savalei & Bentler,
2006). Therefore, researchers need to be very explicit about how each of the observed
variables is related to unobserved variables, and how unobserved latent variables relate to
each other diagrammatically.
Savalei and Bentler (2006) argue that this stage can be accomplished by checking three
necessary conditions. First, the number of estimated parameters in the proposed identified
model must be less than or equal to the data obtained from the sample covariance matrix.
Second, this information should be used by the researcher to ensure that each unobserved
variable has one of its loadings to its indicators or observed variables. This is usually done by
default in SEM with AMOS software. Thirdly, the unobserved latent variables need to relate
to several underlying indicators to allow their identification. In this thesis, this condition was
met by assigning the five unobserved variables with the items that developed the five scales.
The specified model was run in AMOS with no error message. This gave an initial indication
that the three conditions had been met, and in turn met the requirements for completion of
this stage.
7.3.2 Model estimation stage
Identification issues and parameter estimation were assessed during this stage. The
identification issue is concerned with the ability of the proposed model to generate
meaningful estimates. The issue of identification focuses on whether or not there is a unique
set of parameters consistent with the data (Byrne, 2010). If a unique solution for the values of
the structural parameters can be found, the model is considered to be identified. As a
consequence, the parameters are subject to be estimated and the model is therefore testable.
On the other hand, if a model cannot be identified, the parameters are subjected to
arbitrariness, thereby implying that different parameter values can be used to define the same
model. In such a case, the model cannot be evaluated empirically (Byrne, 2001; 2010).
Byrne (2001) asserts that models estimation come in the forms of just-identified, overidentified or under-identified. Despite the presence of a maximum number of all parameters,
a just-identified model cannot be scientifically validated because it has no degrees of freedom
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and therefore can never be rejected. Just-identified models fully reproduce the data where
parameters equals data variance or covariance (Kline, 1998). The over-identified model is
one in which there is a positive degree of freedom that allows for the rejection of the model.
In this type the parameters estimates are less than the data variance. Lastly, the underidentified model contains insufficient information for the purpose of attaining a determinate
solution of parameter estimation. This model proposes that parameters estimates are more
than the data variance. The aim of SEM is to specify a model so that it meets the criterion of
over-identification (Byrne, 2001). In this thesis, the measurement and structural models were
determined to be over-identified when run in the AMOS program.
Byrne (2001) explained that the main focus of estimation in SEM is to obtain parameter
values that minimise the difference between the sample covariance matrix and the population
covariance matrix implied by the model. This objective is achieved by minimising a
discrepancy function, so that its minimal value reflects the point in the estimation process
where the difference between the sample covariance matrix and the population covariance
matrix implied by the model is least. Taken together, then, a discrepancy function serves as a
measure of the extent to which the sample covariance matrix differs from the population
covariance matrix implied by the model. However, if there is no relationship between two
variables specified in the model specification step, the covariance matrix is set as zero.
AMOS software provides several estimation approaches: maximum likelihood estimation
(ML), generalised least square, unweighted least square, the two stage least square method,
and the asymptotically distributed free estimate method. Unless researchers have a good
reason to use other methods, the ML method is recommended (Garson, 2011). ML makes
estimates based on maximising the likelihood that the observed covariances are drawn from a
population assumed to be the same as that reflected in the coefficient estimates. That is, ML
identifies estimates which have the greatest chance of reproducing the observed data (Garson,
2011). The key assumptions of ML are that: it does not assume uncorrelated error terms; it
includes a large sample (required for asymptotic unbiasedness); it includes indicator variables
with multivariate normal distribution; there is a valid specification of the model; and it
includes continuous interval-level indicator variables (Garson, 2011).
The ML estimates are used as a default in AMOS software. Savalei and Bentler (2006) argue
that ML estimation is by the far the preferable method and most common in SEM for three
reasons. First, ML parameter estimates maximise the likelihood of observed variables under
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the proposed model. Secondly, ML estimates are the most precise estimates available as ML
works better than many other estimation methods that require fewer assumptions (such as
normality). Thirdly, ML differs from regression analysis as it simultaneously calculates all
model parameters (Kline, 1998).
7.3.3 Model evaluation (model fit) stage
The model evaluation stage focuses on evaluating the fit or the goodness-of-fit of the model.
Goodness-of-fit is determined by the correspondence between the matrix and an estimated
covariance matrix that results from the proposed model (Hair et al., 2010). If the proposed
model properly estimates all of the substantiate relationships between the unobserved and
observed variables adequately, then it should be possible to estimate a covariance matrix
between measured variables (Hair, Anderson, Tatham & Black, 1998; Hair et al., 2010). In
order to ascertain whether measurement models (i.e., measurement scales) and the structural
model provide a good fit for the entire set of relationships, several goodness-of-fit indices
must be assessed in SEM. This is achieved by examining a mixture of indices of fit to show
the degree of fit or misfit in the models. However, the complexity of this step led researchers
to develop various goodness-of-fit indices with different cut-off values (Shah & Goldstein,
2006).
According to Hair et al. (2010), these indices are classified into three main sets: absolute fit
indices, badness of fit measures and incremental (comparative) fit indices. Numerous
researchers have rigorously reviewed the most intuitive indices and provided different
recommended cut-off values for model fit assessment (e.g., Byrne, 2010). The focus now is
to highlight and review these indices, to summarise the indices used for this thesis, and to
determine the optimal values for accepting, modifying or rejecting a model.
7.3.3.1 Absolute fit indices
Absolute fit indices do not use alternative models as a base of comparison, however they aim
to determine the degree to which a model (either the measurement and structural models)
predicts the observed covariance or correlations matrix fits in comparison to no model (Hair
et al., 1995; Jöreskog & Sörbom, 1996). According to Shah and Goldstein (2006) absolute fit
indices indicate the extent to which the proposed model reproduces the sample data. Based on
the recommendations of previous researchers, the most commonly referred indices under this
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category are the Chi-square (χ2) statistic, the ratio of the χ2 to degrees of freedom
(CMIN/DF), Goodness-of-Fit Index (GFI), and Adjusted Goodness-of-Fit Index (AGFI).
Of these, the χ2 statistic is one of the most popular indices that often appeared in previous
studies (Hair et al., 1998; Shah & Goldstein, 2006; Hair et al., 2010). The χ2 statistic is
utilised to test the null hypothesis when the model is specified correctly. This means that the
specified model would lead to the reproduction of the population covariance matrix of the
observed variables. As an acceptable level of model fit χ2 values should be non-significance
at a 0.001 value. A significant value (p< .001) suggests that paths of the models provide poor
fit of the model. Significant χ2 values mean- that observed and actual covariance is not
statistically significant (Byrne, 2001). Hair et al. (2010) noted a model can have a good fit
even if χ2 is significant because that value of χ2 is sensitive to the size of the sample. Byrne
(2001) noticed that the χ2 statistic is more reliable for a sample that includes 100-200
participants with the significant test becoming less reliable with the sample size larger than
this range. The larger the sample size, the more likely that the value of χ 2 will be significant,
indicating a rejection for the model (Savalei & Bentler, 2006).
In an attempt to make the decision less dependent of the χ2 value, researchers suggest that the
χ2 value should be presented in conjunction with other fit indices. This is an important
procedure for preventing misleading decisions when assessing goodness-of-fit for a model
(Hooper, Coughlan & Mullen, 2008; Byrne, 2010). Accordingly, another absolute fit index
that has been developed to meet the limitation in χ2 is the ratio of the χ2 to degrees of freedom
(χ2/df) (Tabachnick & Fidell, 2007) which appears as CMIN/DF in AMOS software.
CMIN/DF is an important index that represents how much the fit of data to model has been
reduced by dropping one or more paths (Ingrain, Cope, Harju & Wuensch, 2000).
Researchers consider a model as being an adequate model fit with a value for CMIN/DF that
is less than 5 with lower value being better (Marsh et al., 1988).
Two other widely used absolute fit indices developed to address the limitations related with
χ2, and for further assessment of model fit are: the Goodness-of-fit Index (GFI) and the
Adjusted Goodness-of-fit Index (AGFI) (Tabachnick & Fidell, 2007; Hair et al., 2010).
Savalei and Bentler (2006) argued that these indices are based on estimating the “proportion
of variance in the observed data that is explained by the model” (p. 18). GFI is described as a
measure of the relative amount of variances and covariances jointly accounted for by the
model (Jöreskog & Sörbom, 1996). AGFI, on the other hand, was developed as a variant of
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GFI that takes into account the differing degrees of freedoms in the model complexity. That
means that AGFI adjusts the GFI index for the degree of freedom of model relative to the
number of variables (Schumacker, 1992).
GFI and AGFI values range between 0 for a poor fit to 1 for a perfect fit (Shah & Goldstein,
2006). Hair et al. (2010) stated that AGFI value is less than the value of GFI due to its
sensitivity to complexity of the model. Typically, the model with a cut-off value for GFI and
AGFI over .90 (Bagozzi & Yi, 1988) or value close to .95 (Hoelter, 1983; Hu & Bentler,
1999) are considered acceptable.
Hu and Bentler (1999) stated that GFI and AGFI have similar problems to those of the χ2
statistic, however, with a lesser degree. Therefore, it is recommended that other types of
indices that are less sensitive to sample size and model size be used when assessing model fit
(Diamantopoulos & Siguaw, 2000). These are the badness of fit measures and incremental fit
indices (Hair et al., 1998; Hair et al., 2010). The two most common measures of badness of
fit measures are presented in the next section.
7.3.3.2 Badness of fit indices8
These measures are termed as badness of fit because the higher the value the more likely the
model misfits the data, and in return, lower the value the more likely the model fit the data
(Hair et al., 2010). A basic index for badness of fit is the Root Mean Square Error of
Approximation (RMSEA). RMSEA describes the average differences per degree of freedom
expected to occur in the population, not the sample (Hair et al., 1995). Different studies have
suggested numerous cut-off values for RMSEA to determine when a model adequately fits
the data. For example, Byrne (2001) and Hair et al. (1995) suggested that RMSEA values
between .05 and .08 indicates of an acceptable fit, while a value equal or less than .05
indicates a good fit. Hu and Bentler (1999) have suggested values of less than 0.06 for
adequate fit. This thesis follows Byrne (2001; 2010) and Hair et al. (1995) suggestion
regarding RMSEA requirement values.

8

Different terminologies have been used for classes of goodness-of-fit indices. This thesis
followed Hair et al.’s (2010) classifications. Various studies used the term “parsimonious fit
measures” as a fit category that refers to the adjustment of measures of fit to provide between
models with differing numbers of estimated coefficients. This study used the terminology
“badness of fit”.
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Another fit index in this category is the Standardised Root Mean Residual (SRMR) (Hair et
al., 2010). SRMR is described as the standardised difference between the observed
covariance and predicted covariance (Bollen & Long, 1993). SRMR is best understood in the
metric of the correlation matrix (Byrne, 2001). The lower the SRMR the better fit and the
higher the SRMR the worst fit. Diamantopoulos and Siguaw (2006) have suggested that
SRMR values range between 0 and 1. A popular cut-off value for this index is 0.05 or less
(Byrne, 2001). Other researchers are more liberal and recommended a cut-off value for less
than 0.08 for adequate fit of the model (Hu & Bentler, 1999).
7.3.3.3 Incremental (comparative) fit indices
The incremental fit indices or comparative fit indices differ from the indices described in the
previous sections in that they compare the fit of the proposed hypothesised model with the
null model where all variables are uncorrelated and has the lowest fit (Schumacker, 1992). It
is defined as “a single construct model with all indicators perfectly measuring the construct”
(Hair et al., 2010 p. 685). Although there are numerous incremental fit indices under this
type, all of these indices were based on two ideas “(1) how much the model deviates from the
null hypothesis of no relationships, and (2) shrinking the index as the number of variables
increases” (Norman & Streiner, 2003 p. 172). This thesis utilised three of the most common
incremental indices, namely: The Comparative Fit Index (CFI), The Tucker Fit Index (TFI),
and The Normed Fit Index (NFI). Regarding model assessment, Byrne (2001; 2010) argued
that the values of these indices are normed so their values range between 0-1 and
recommended the higher the value, the better the model fit the data. Values that equal or
exceed 0.90 are deemed to have an acceptable model fit (Hu & Bentler, 1999; Markland,
2007).
7.3.3.4 Summary of goodness-of-fit indices used in this thesis and their interpretation
of optimal values
Crowley and Xitao (1997) claim that there is no specific index which provides the
researchers with all the criteria needed for model fit. Given the large number of fit indices, it
becomes a temptation for some researchers to choose those fit indices that point out the best
fit. This should be avoided by all means as it is basically hiding important information from
reader (Hooper et al., 2008). To avoid this selection, there are some importation guidelines
when selecting fit indices. For example, Hu and Bentler (1999) and Sugawara and
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MacCallum (1993) recommended reporting a combination of indices with RMSEA and
SRMR. Byrne (2010), on the other hand, recommended using the CFI as an important index
for evaluating goodness-of-fit for the model. Furthermore, Savalei and Bentler (2006) argue
that the most important index that should be reported when evaluating fit of the model is the
SRMR. This thesis relied mainly on these recommendations as a basis for making the
decision of accepting or rejecting a model. It also utilised a combination of indices to avoid
doing incorrect propositions of assessment of model fit.
In short, nine indices for evaluating model fit, under the three general fit indices were utilised
for this thesis. The selection of these indices is mainly based on the recommendations from
previous research. Table 7.1 presents these indices and the research recommended thresholds
which were applied here.
Table 7.1: The Interpretation of Selected Goodness-of-Fit Indices Proposed for this
Thesis
Goodness-of-fit indices

Interpretation of acceptable values

Chi-square statistics (χ2)

A non significant result indicates a model fit

Ratio of Chi-square to Recommended level: Less than 1.0 suggests that model is poor
degree of freedom (χ2/df)

fit. More than 5.0 suggests that model needs modification for
improvement (Marsh et al., 1988; Hair et al., 2010).

Goodness-of-Fit
(GFI)

and

Index Recommended level: less than 0.90 suggests that the model is
Adjusted poor fit. GFI index value that equals to or greater than 0.90

Goodness-of-Fit
(AGFI)

Index indicates acceptable model fit (Bagozzi & Yi, 1988;
Schumacker & Lomax, 2004) and a value close to 0.95 indicates
good model fit (Hoelter, 1983; Hu & Bentler, 1999).

Root Mean Square Error Byrne (2001) and Hair et al. (1995) suggested that RMSEA
of

Approximation values between 0.05 and 0.08 indicate of an acceptable fit, while

(RMSEA)

a value equal or less than 0.05 indicates a good fit.

Standardised Root Mean Diamantopoulos and Siguaw (2006) have suggested that
Residual (SRMR)

SRMR’s accepted when it is in the range between 0-1 and a
value less than 0.05 the model considered a good fit.

Comparative, Tucker and Values that equal or exceed 0.90 are deemed to have acceptable
Normed Fit Indices (CFI, model fit (Markland, 2007; Hair et al., 2010).
TFI and NFI).
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7.3.4 Model respecification and modification stage
When using a SEM approach, researchers look for a model that fits the data and then
compare it with other plausible alternative models to determine the model with the best fit
(alternative model strategy). If a proposed model fits the data, then the researcher proceeds
without further modifications. However, if a researcher is following the alternative model
strategy and finds that the proposed model does not fit the data, he/she needs to identify any
areas of misfit in the model (Byrne, 2001). Improvements to the model are then made in
accordance with the information taken from the model evaluation stage. Improvement refers
to the ability to reproduce a better-fitting or more parsimonious model, and is part of the
model respecification and modification stage. To modify a misfit model, two empirical
strategies are suggested: first, verifying the correlation of error terms (residuals parameters);
and second, looking at special statistics that help improve the model. The statistics are
referred to as modification indices (Byrne, 2001).
Residual parameters aim to show exactly where there are discrepancies between a proposed
model and an alternative estimated model (Byrne, 2001). By assessing the residual
parameters, a researcher is able to determine the source of misspecification in the model,
respecify, and then improve it. The size and sign of every parameter should be reasonable and
consistent with the underlying unobserved latent variable. On a proposed measurement model
(or scale), each indicator must significantly load onto its analogous latent variables.
Standardised residual covariance values that are lower than or equal to 2.58 are considered
statistically significant at 0.05 level (Byrne, 2001). Any values of residual parameters that are
above this acceptable value indicate that the proposed model lacks sufficient information.
The indicator variable must therefore be deleted from the proposed model in order to improve
the fit of the model (Byrne, 2001 p. 89).
The second strategy by which the model fit can be improved is through the observation of
values of modification indices, which are calculated for all nonestimated parameters. Savalei
and Bentler (2006) define modification indices as “those indices that point specifically to
paths whose addition to the model would result in the biggest improvement in the overall chisquare value” (p. 22). Values of modification indices are believed to reduce the value of χ2 if
the parameter estimated is freed up. For example, when using correlated errors, a researcher
does not want to free up the covariance between the residual and indicator variables of
different factors because this could damage the internal consistency and interpretability of the
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model. To improve the fit, the focus must be on drawing an arc between the residuals with
the largest value of correlated errors within the same factor. Drawing an arc between the
residuals of interest also seems to add internal consistency to the relevant factor and lead to a
corresponding reduction in χ2. Hair et al. (2010) noted that although modification indices are
useful for assessing the impact of model modifications, researchers should only make
changes to the model based on specific justifications or on past research.
7.4

Sample size for SEM: Adequate sample size in SEM

7.4.1 Sample size issue in SEM
Given that some goodness-of-fit indices and modification indices (e.g., Chi-square) are
influenced by sample size, the issue of sample size in SEM is an important element of the
SEM discussion. Questions have been raised in the literature regarding the necessary sample
size for providing sufficient results about the data, and there are diverse opinions regarding
the threshold for a minimum sample size when conducting SEM (Anderson & Gerbing, 1988;
Marsh et al., 1988; Schumacker, 1992; Hair et al., 2010). Some researchers have argued that
a fixed number of cases should be provided. For example, 100 cases would be considered as
small, 100-200 would be considered as intermediate, and more than 200 cases would be
considered as large. Comrey and Lee (1992) recommended that researchers obtain a sample
size of more than 500 cases (in Maccallum, Widaman, Zhang & Hong, 1999 p. 84). Others
claimed that a sample size above 200 cases could be considered sufficient to achieve a
desired level of statistical power with a given model (Hoe, 2008).
Other researchers were more liberal in their specification of minimum sample size; they
claimed that there is no correct and fixed sample size when applying a SEM technique and
the selection must depend on the subject-to-observed variable procedure (Maccallum et al.,
1999). Here, an adequate sample size depends mainly on the number of the observed
variables presented in the model. For example, Hair et al. (1995) suggested that an acceptable
range is to have twenty participants for every variable to be analysed in the model. Moreover,
they argued that a minimum agreed threshold for sample size in SEM is five participants for
each observed variable item and the satisfactory ratio is ten participants or subjects for each
observed variable item that needs to be analysed.
In this thesis, initial analysis of the sample size (530 participants) determined that it was large
enough and in line with previous recommendations. In response to Hair et al.’s (2010) claims
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that several additional factors (such as multivariate normality, the level of model complexity
and missing data) need to be considered when determining whether a sample size is adequate,
these points were considered before commencing the data analysis. Each of these points is
briefly addressed below to provide greater confidence in the chosen sample size, and thus
confirm greater validity of the results for testing the hypotheses.
7.4.2 Multivariate Normality
Multivariate normality occurs when the shape of the data distribution for the variables varies
considerably from the normal distribution. Violating this assumption may result in invalid
statistical results (Hair et al., 1998). The presence of a multivariate normal distribution
indicates that every variable in the sample has a normal distribution shape (Gao, Mokhtarian
& Johnston, 2008). Zikmund (2003) describes normality as “a symmetrical, bell shaped
distribution that expected probability distribution of many chance occurrences” (p. 411).
Two measures are used to assess multivariate normality assumption: the skewness and
kurtosis tests (Hair et al., 2010). Skewness measures the symmetry of the distribution.
Negative skewness indicates that the distribution is left skewed. Positive skewness indicates
that the distribution is skewed to the right. Kurtosis measures whether the data is peaked or
flat relative to a normal curve. Positive kurtosis indicates a relatively peaked distribution,
while negative kurtosis indicates a relatively flat distribution (Hair et al., 2010). Schumacker
and Lomax (2004) argued that ratios for skewness and kurtosis that are in the range -1 to +1
indicate that the sample collected is normally distributed.
Table 7.2 presents the results of skewness and kurtosis tests for research variables in this
study. As shown, the skewness and kurtosis values were in the acceptable range and hence
normally distributed.
Table 7.2: Test of Multivariate Normality: Skewness and Kurtosis Statistics
Variable

Skewness

Kurtosis

Transformational Leadership

-.55

-.71

Meaning In Work

-.96

.58

Work Engagement

-.55

-.22

Job Satisfaction

-.86

.06

Intention to Quit

.37

-.79
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7.4.3 The level of model complexity
As complexity partially determines the ability of a model to fit data, the complexity of any
model should not be ignored when discussing the sample size in SEM. Hair et al. (2010)
claim that more complex paths models require larger sample sizes. Complexity of the paths in
any model results from an increase in the hypothesised unobserved latent variables and
observed variables. As explained in Chapter 6, the proposed model consists of 40 observed
indicators. The ratio of 40:530 in this study, or seven respondents for one observed variable
item, is considered adequate and exceeds the lower level for adequacy of sample size
requirements (Hair et al., 2010). See section 6.4.3 for further analysis.
7.4.4 Missing data
Missing data is one of the important issues in data analysis in SEM, and its influences are
known and should be directly assessed in applying SEM. Missing data could be a problem in
any analysis which is created by the absence of some portions of a familiar data structure
(Hair et al., 2010). When a sample has missing data, this affects the results of SEM because
the sample size is reduced from the original number of cases to account for the missing data
(Hair et al., 2010). The technique used for data collection in this thesis required that
participants completed all data elements in the specified section before proceeding to the next
section. Thus, there were no cases of missing data and therefore the related negative
outcomes were eliminated.
7.5

First stage analysis of Two-Stage Modelling approach: Assessing the psychometric
properties for the five measurement scales

The first stage analysis in the two-stage modelling approach is the focus of this section. The
evaluation for psychometric properties for each study variable was assessed (Hair et al., 1995
p. 652). Byrne (2010) argued that because the second stage of this modelling approach (i.e.,
structural model stage) depends mainly on the estimates of the relationships amongst
unobserved latent variables, and the primary concern in working with a structural model is to
assess the extent to which these relations are valid, it is significant that the measurement scale
of each unobserved latent variable is psychometrically sound. Accordingly, an examination
of the psychometric properties of the measurement scales used in this study was important.
Assessing psychometric properties were done by checking whether construct validity (factor
loading), goodness-of-fit estimates and reliability of the measurement scales are with the
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acceptable range. Specifically the estimates of observed variables loading on their
unobserved latent variable need to be higher than 0.50 (Hair et al., 1995), reliability value for
each measurement scale need to be higher that 0.80 (Garver & Mentzer, 1999), and
goodness-of-fit indices need to be with acceptable range of indices values appeared in Table
7.1.
As stated in Chapter 6, factor loading and goodness-of-fit for each measurement scale was
assessed through a series of CFA in AMOS whilst reliability analyses were conducted using
SPSS-17. MacCallum and Austin (2000) stated that CFA is a particular procedure of SEM
used to test the loadings of observed indicators on their unobserved latent variables and
loadings between unobserved latent variables. Furthermore, CFA was used to examine the
factor structure of UWES-17’s sub-scales and other scales and was used to revise any scale
for future re-evaluation when results of CFA do not support validity (Maccallum & Austin,
2000). Hence, descriptive statistics and psychometric properties for each measurement scale
are presented next.
7.5.1 The measurement scale of Transformational Leadership
7.5.1.1 Descriptive statistics of GTL scale
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The descriptive statistics for seven items of GTL scale are summarised in Table 7.3.
Table 7.3: GTL Scale: Descriptive Statistics
(1= not at all and 7= frequently, if not always)
1. My supervisor communicates a clear and

Mean SD

Skewness Kurtosis

3.26

1.18

-.37

-.71

3.53

1.18

-.57

-.46

3.44

1.2

-.42

-.71

3.43

1.25

-.48

-.75

3.42

1.27

-.47

-.78

3.49

1.3

-.55

-.79

3.42

1.33

-.48

-.88

3.43

1.24

-.48

-.73

positive vision of the future
2. My supervisor treats staff as individuals,
supports and encourages their development
3. My supervisor gives encouragement and
recognition to staff
4. My supervisor fosters trust, involvement and
cooperation among team members
5. My supervisor encourages thinking about
problems in new ways and questions
assumptions
6. My supervisor is clear about his/her values
and practices what he/she preaches
7. My supervisor instils pride and respect in
others and inspires me by being highly
competent
Total mean score

Table 7.3 reports the means, standard deviations, skewness and kurtosis for 7 items of
transformational leadership. Among the GTL items, item number 2 and 6 had the highest
means scores with 3.53 and 3.49 respectively. This statement has been now modified to:
“This means that participants who completed this scale, specifically question 2 and 6, see
their direct supervisor as acting in encouraging and charismatic ways, over other behaviours.
However, Table 7.3 reported that the overall average of the seven items of GTL is 3.43 which
means that the average answers of the sample to the GTL scale were neutral and come
between the ‘Sometimes’ to ‘fairly often’ response options”. Comparatively, the second
column shows the SD values for all scale items and reported that the overall average value of
SD is of 1.24 which means that sample answers on this scale spread out little around the total
average mean score of all the answers. This low SD suggests that respondents had a higher
level of agreement in how they responded which gives a greater confidence and accuracy in
175

the data provided. The last two columns of Table 7.3 show the skewness and kurtosis values.
All of these values were between the recommended cut-off estimates (-1 to 1), supporting the
assumptions that all items of this scale are normally distributed in this sample. Hence, the
descriptive statistics reported in the table ensure that there are no out-of-bounds values
beyond an expected range.
7.5.1.2 Assessing goodness-of-fit for GTL scale
The estimates of absolute, badness and incremental fit indices were calculated through CFA
in AMOS. The scale fit indices showed that the transformational leadership variable fit the
data collected (χ2 = 52.92, χ2/df= 4.1, p< .001, GFI= .973, AGFI= .942, CFI= .988, TLI = .98,
NFI= .985, RMSEA= .076 and SRMR= 016). This suggested that they fit the related data and
were according to the recommendation levels presented in Table 7.1.
7.5.1.3 Assessing construct validity and reliability for GTL scale
The standardised regression weights (β coefficients) from first order CFA analysis explores
the loading of observed indicators (items of the scale) on their respective latent variable
(Byrne, 2001). Table 7.4 depicts β coefficients for the seven indicators of the
transformational leadership variable. It is evident that the seven items of GTL scale load on
the common factor of transformational leadership. As shown in Table 7.4, the β weights for
GTL’s items range between “0.81 to 0.89” at a (p< 0.001). In more detail, items 3, 4 and 7
have the highest loadings on transformational leadership. Their β weights are 0.88, 0.88, and
0.89 respectively. This implies that when overall transformational leadership goes up by 1
standard deviation, the value of the item “My supervisor gives encouragement and
recognition to staff” goes up by 88% standard deviation and the item “My supervisor instils
pride and respect in others and inspires me by being highly competent” goes up by 89%
standard deviation. Item number 1 “My supervisor communicates a clear and positive vision
of the future” has the lowest variance with a β weight of 81%. The β weights show that
loadings estimates for items of GTL scale are statistically significant and valid according to
the recommended 0.50 cut-off values (Garver & Mentzer, 1999).
Furthermore, the Squared Multiple Correlations coefficients (R2) describe the amount of
variance the unobserved variable accounts for in the indicator variables (Hair et al., 2010).
Table 7.4 also shows that estimates of R2 were high and statistically significant at (p< 0.001).
For example, item 1 “My supervisor instills pride and respect in others and inspires me by
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being highly competent” explains .80 of its variance in the transformational leadership
variable. In other words, the error variance of item 1 is approximately .20 of the variance of
the item 1 itself.
The Cronbach’s coefficient alpha was above the research guidelines of 0.80 with 0.95
indicating that the scale is sufficiently reliable and measure what is suppose to measure.
To summarise, the goodness-of-fit values, the output of first order CFA analysis and
Cronbach’s alpha value support the claims that items of GTL of the common
transformational leadership are valid, reliable and has strong fit with the collected data. Thus,
the first measurement scale, the GTL, requires no further modification.
Table 7.4: The Results of First-Order CFA Analysis of GTL Measurement Scale
Items of GTL

R2

sig.

.81

.66

0.001

.87

.75

0.001

.89

.78

0.001

.88

.77

0.001

.84

.70

0.001

.86

.74

0.001

.89

.80

0.001

β weights (factor loadings of
indicators on
transformational leadership)

My supervisor communicates a clear and
positive vision of the future
My supervisor treats staff as individuals,
supports and encourages their
development
My supervisor gives encouragement and
recognition to staff
My supervisor fosters trust, involvement
and cooperation among team members
My supervisor encourages thinking about
problems in new ways and questions
assumptions
My supervisor is clear about his/her values
and practices what he/she preaches
My supervisor instils pride and respect in
others and inspires me by being highly
competent
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7.5.2 The measurement scale of Meaningful Work
7.5.2.1 Descriptive statistics for May et al.’s (2004) Meaningful Work scale
The descriptive statistics for the six items of meaningful work scale are summarised in Table
7.5.
Table 7.5: Meaningful work Scale: Descriptive Statistics
(1= strongly agree and 5= strongly disagree)

Mean

SD

Skewness

Kurtosis

3.71

1.08

-.81

0.14

3.73

1.11

-.79

0.01

3.79

1.07

-.92

0.47

4. My job activities are significant to me.

3.72

1.05

-.85

0.30

5. The work I do on this job is meaningful

3.76

1.08

-.83

0.15

3.91

1.02

-.97

0.58

3.77

1.07

-.86

0. 28

1. The work I do on this job is very
important to me.
2. My job activities are personally
meaningful to me.
3. The work I do on this job is
worthwhile.

to me.
6. I feel that the work I do on my job is
valuable.
Total mean score

Amongst the six items of the scale, item number 6 and item 3 had the highest mean scores
with 3.91 and 3.79 respectively, whereas item number 1 had the lowest mean score of 3.71.
These values indicate that the majority of respondents were found to experience the work
they do as valuable and worthwhile. The estimates also report that among the sample, the
total mean score of the six items of meaningful work scale was 3.77 which indicates that
responses on this scale were positive and close to “the Agree’s” response option. On the other
hand, the total average value of SD is of 1.07 which indicates that sample answers on the
scale vary little from the total mean score. This low value of SD means that respondents had
a higher level of agreement in how they responded which gives a greater confidence and
accuracy in the data provided. Finally, the last two columns of the table show that the
skewness and kurtosis estimated scores were between the required cut-off estimates (-1 to 1),
which indicates that all items related to meaningful work are normally distributed through the
sample.
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7.5.2.2 Assessing Goodness-of Fit for the Meaningful Work Scale
The estimates of goodness-of-fit indices were calculated through CFA in AMOS software.
Scale fit indices showed that the meaningful work variable fit the data collected adequately
(χ2= 34.2, χ2/df= 3.8, p< .001, GFI= .98, AGFI= .95, CFI= .99, TLI= .98, NFI= .99,
RMSEA= .73 and SRMR= .0151). The results were found to be according to previous
research recommendations.
7.5.2.3 Assessing construct validity and reliability for Meaningful Work scale
Table 7.6 depicts β weights for the items that comprise the meaningful work scale. The
results of first order CFA revealed that parameter estimates for the six measurement items of
May’s et al. scale for meaningful work ranged between .83 -.88. From Table 7.6, items 3 and
5 have the highest loading on unobserved variable of meaningful work. Their β weight are
.88 and .88 respectively. This means that when meaningful work goes up by 1 standard
deviation, the item “The work I do on this job is worthwhile” goes up by 88% standard
deviation and the item “The work I do on this job is meaningful to me” goes up by the same
percentage. Item number 6 “The work I do on this job is very important to me” of meaningful
work items had the lowest variance with a β weight of .83. The results show that parameters
estimates for items of the meaningful work scale are statistically significant.
All of the estimates of R2 were high and statistically significant. For example, the item “My
job activities are significant to me” explains 77% of its variance in meaningful work. In other
words, the error variance of this item is approximately .23 of the variance of the item itself.
Cronbach’s coefficient alpha was .94 indicating that the scale is strongly high reliability. This
means that the six items used to measure the overall construct of meaning in work has high
internal consistency.
Overall, the estimates goodness-of-fit, the output of first order CFA analysis and Cronbach’s
alpha value revealed that the second measurement scale of meaningful work is valid, reliable
and strongly fit the collected data. Thus, it does not need further modification.
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Table 7.6: The results of First-Order CFA Analysis of Meaningful Work scale
Items of meaningful work scale

β Weights (factor

R2

sig.

loadings of
indicators on
meaningful work)
The work I do on this job is very important to me.

.83

.71

0.001

My job activities are personally meaningful to

.86

.77

0.001

The work I do on this job is worthwhile.

.88

.75

0.001

My job activities are significant to me.

.86

.78

0.001

The work I do on this job is meaningful to me

.88

.74

0.001

I feel that the work I do on my job is valuable.

.84

.68

0.001

me.

7.5.3 The measurement scale of Employee Engagement
This section begins with assessing the psychometric prosperities for the scale. The goodnessof-fit and factor loadings were assessed using second order CFA. Second order CFA is
conducted here to test the multi-dimensionality of the UWES-17 and in turn whether the subdimensions (vigour, dedication and absorption) measure the latent variable of employee
engagement.
7.5.3.1 Descriptive statistics for UWES-17
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The descriptive statistics for the seventeen items of UWES are presented in Table 7.7.
Table 7.7: UWES-17: Descriptive Statistics
(1= Never and 7= Always)

Mean SD

Skewness Kurtosis

1. At my work, I feel bursting with energy

3.43

1.28 -.17

.01

2. I find the work that I do full of meaning and

3.82

1.43 -.53

-.05

3. Time flies when I’m working

3.86

1.43 -.51

-.09

4. At my job, I feel strong and vigorous

3.64

1.46 -.37

-.31

5. I am enthusiastic about my job

3.8

1.51 -.47

-.24

6. When I am working, I forget everything else

3.5

1.47 -.26

-.35

7. My job inspires me

3.58

1.50 -.37

-.31

8. When I get up in the morning, I feel like going

3.46

1.58 -.30

-.48

9. I feel happy when I am working intensely

3.87

1.45 -.58

.026

10. I am proud on the work that I do

4.11

1.5

-.67

-.05

11. I am immersed in my work

3.76

1.46 -.44

-.32

12. I can continue working for very long periods at

3.96

1.44 -.64

-.08

13. To me, my job is challenging

3.89

1.49 -.54

-.14

14. I get carried away when I’m working

3.60

1.42 -.35

-.24

15. At my job, I am very resilient, mentally

3.85

1.43 -.47

-.22

16. It is difficult to detach myself from my job

3.31

1.55 -.20

-.56

17. At my work I always persevere, even when

4.03

1.41 -.61

.11

Total average score

3.73

1.46 -.44

.02

Vigour

3.64

1.24 -.41

-.30

Dedication

3.84

1.30 -.58

-.21

Absorption

3.75

1.25 -.54

.01

purpose

around me

to work

a time

things do not go well

Table 7.7 presents the means, SD, skewness and kurtosis for the 17 items of UWES and for
the three sub-dimensions of vigour, dedication and absorption. The overall mean for the
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UWES-17 sample was 3.73, which indicates that the responses of employees on the scale
were largely positive. The spread of the data from the overall mean score was small (SD=
1.46). On the other hand, the mean and SD for the three sub-dimensions were as follows:
vigour (M= 3.64, SD= 1.24), dedication (M= 3.84, SD= 1.30) and absorption (M= 3.75, SD=
1.25). All of these values were reported on a seven point scale. Among the three subdimensions, dedication had the highest mean. This indicates that employees who completed
this scale felt more dedicated to work than they felt energised or absorbed in work. The last
two columns (skewness and kurtosis values) fell within the satisfactory cut-off value range (1 to +1), which indicates that all items on this scale are normally distributed throughout the
sample.
7.5.3.2 Assessing goodness-of-fit for the UWES-17
The fit indices for the second order CFA (see Figure 7.1 for the UWES-17 and its fit indices)
showed that the data did not fit well (χ2= 660.02, χ2/df= 5.7, p< .001; GFI= .86, AGFI= .81,
CFI= .94, TLI= .92, NFI= .92, RMSEA= .094 and SRMR= .034). Some goodness-of-fit
indices were lower than the required cut-off values. Particularly, GFI and NFI were found to
be lower than the recommended cut-off values (0.85 and 0.88 respectively). This is indicative
of poor fit (i.e., misspecification of the model). Also, the values of the incremental fit indices
were less than the required 0.95 cut-off value - 0.94, 0.92 and 0.92 for CFI, TLI and NFI
respectively. These also indicate a poor fit of the model. Thus, a review of the standardised
residual correlations and modification indices was conducted in order to respecify the model
(Byrne, 2001).

182

e2

.60
7
.76

e3

.62

e4

.61

e5

.67

e1

e6

e7
e8
e9
e10
e11

e12
e13
e14
e15
e16
e17

WE1

.77

WE4

.87

WE8

.79

WE12

.78

WE15

.82

WE17

.75

WE2

.87

WE5

.88

WE7

.88
.85

WE10

.82

.56
.75
7
.77
7
.77
7
.72
.67
7
.64
.56
.69
.75
.62
.47

res1

.99

Vigour
.99
res2

.93

Employee
Engagement

Dedication
.97

WE13
.98

WE3

res3

.80

WE6

.75

WE9

.83

WE11

.87

WE14
WE16

.99

Absorption

(χ2 = 660.02, χ2/df= 5.7,
GFI= .86, AGFI= .81,
CFI = .94, TLI= .92,
NFI= .92, RMSEA =
.094 and SRMR= .034)

.79
.69

Figure 7.1: Illustration for second-order CFA of the UWES-17 measurement scale with
modification indices

On the basis of modification indices, discussed in section 7.3.4, it is possible to improve the
fit of a scale by: correlating one pair of standardised errors if it has less than 3 items; or
deleting item/s that have a loading value lower than 0.50 from the scale. Any factors with a
loading value less than 0.50 were removed from the scale because, as described by Hair et al.
(2010), there would be more error related to the items than there was variance explained by
them. However, as previously noted, modification of a model requires a strong theoretical
justification or support from previous research (Jöreskog & Sörbom, 1996; Hooper et al.,
2008). In this model, the modifications made through the deletion of some UWES-17 items
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were consistent with previous studies (Salanova et al., 2005; Karatepe & Olugbade, 2009),
where the scale was modified by deleting some items that related to vigour and dedication.
Three items from the vigour subscale and two items from the dedication subscale were
removed in order to obtain an adequate model fit. The procedure for deleting any item from
this scale was based on the re-specification strategies presented in Section 7.3.4, and was
followed until the estimates of goodness-of-fit indices indicated an adequate fit with the data.
Accordingly, modification was made to the UWES from a scale based on seventeen items to
one based on twelve items. Re-running the model without these five items (see Figure 7.2 for
UWES-17 after modification and its fit indices) indicated that all indices met the required
cut-off values and provided a better fit to the data (χ2= 240.123, χ2/df= 4.531, p< .001; GFI=
.925, AGFI= .90, CFI= .968, TLI= .960, NFI= .960, RMSEA= .064 and SRMR= .019).
Further evidence of the χ2 difference test showed that the difference between the values of χ2
on the modified scale and the original scale was statistically significant Δχ 2 (573.5, N=530) =
122.5, p< .001.
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Figure 7.2: The final (modified) model of second order CFA for the UWES-17 measurement
scale with modification indices

7.5.3.3 Assessing construct validity and reliability of UWES-17 after modification
After respecifying and then modifying the fit of UWES-17, the parameter estimates of the
items of the scale were considered. Results from second-order CFA revealed that: all three
vigour items loaded significantly on the vigour sub-dimension; all five dedication items
loaded significantly on the dedication sub-dimension; all four absorption items loaded
significantly on the absorption sub-dimension; and each of these three sub-dimensions vigour, dedication and absorption - loaded significantly on the common factor of employee
engagement, with estimates of 0.99, 0.98 and 0.98 respectively.
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Table 7.8 reports the results of β weights and R2 estimates for each item of the modified scale
and for the sub-dimensions (vigour, dedication and absorption). The estimates of R2 for
modified items were high and significant at p< 0.001. The variances in the employee
engagement construct were largely explained by the three sub-dimensions, with the vigour
sub-dimension explaining 96% of the variance, the dedication sub-dimension explaining 97%
of the variance and the absorption sub-dimension explaining 97% of the variance. This gave
further support to the modified model.
The Cronbach’s alpha coefficient for the overall scale was 0.95. This means that the twelve
items measured on the overall construct of employee engagement are highly related and
consistently measure employee engagement. Table 7.8 presents the reliability test for vigour,
dedication and absorption.
Table 7.8: The results of Second-Order CFA for UWES-17 after modification
R2

sig.

.98

.96

0.001

At my work, I feel bursting with energy

.79

.62

0.001

At my job, I feel strong and vigorous

.90

.80

0.001

At my job, I am very resilient, mentally

.80

.63

0.001

.98

.97

0.001

.87

.76

0.001

I am enthusiastic about my job

.88

.78

0.001

My job inspires me

.88

.77

0.001

I am proud on the work that I do

.85

.72

0.001

To me, my job is challenging

.81

.65

0.001

.99

.97

0.001

Time flies when I’m working

.81

.66

0.001

When I am working, I forget everything

.75

.56

0.001

I feel happy when I am working intensely

.82

.68

0.001

I am immersed in my work

.87

.75

0.001

Items of UWES-17 after modifications

β Weights (factor loadings

(α= 95.2%)

of indicators on meaningful
work)
Vigour

Dedication
I find the work that I do full of meaning
and purpose

Absorption

else around me

186

7.5.4 The measurement scales of two job related outcomes: The Job Satisfaction scale
and Intention to quit scale
The same analytical procedures were applied to the selected job related outcomes: job
satisfaction and intention to quit the job.
7.5.4.1 Descriptive statistics for Job satisfaction and Intention to quit scales
The descriptive statistics for the six items of the job satisfaction scale and the three items of
intention to quit scale are summarised in Table 7.9.
Table 7.9: Job Satisfaction Scale and Intention to Quit Scale: Descriptive Statistics
Mean SD

Skewness Kurtosis

Job satisfaction (1= strongly agree and 5= strongly
disagree)
1. I feel challenged by my work

3.60

1.15 -.69

-.21

2. I have good relationship with my co-workers

4.02

1.03 -.88

.57

3. I have special skills and talents that enable me

3.92

1.03 -.91

.37

4. I have fun at work

3.65

1.08 -.63

-.11

5. I contribute to society through my work

3.70

1.13 -.66

-.20

6. I get recognition and respect at work

3.57

1.23 -.57

-.60

7. My job is a good fit with my abilities and

3.72

1.18 -.78

-.19

3.74

1.20 -.73

-.37

1. I frequently think of quitting my job

2.61

1.30 .38

-.92

2. I am planning to search for a new job during

2.64

1.33 .36

-.98

2.53

1.23 .41

-.72

2.69

1.28 .38

.89

to excel at my work

values
Total mean score
Intention to quit (1= strongly agree and 5= strongly
disagree)

the next 12 months
3. If I have my own way, I will be working for
this organization one year from now
Total mean score
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Table 7.9 shows that the total average scores of job satisfaction and intention to quit the job
were 3.74 and 2.69 respectively. The value of 3.74 implies that the average answers of
employees on this job satisfaction scale were close to neutral and come between “Disagree
and Neutral” response options. Contrarily, the average score mean value of 2.69 indicates
that employees’ answers on intention to quit scale come between “Disagree and Neutral”
response items. In addition, the same table reports that the total average score of SD for job
satisfaction and intention to quit the job are 1.20 and 1.28 respectively. These small values
indicate that employees answers on the job satisfaction scale and intention to quit scale varies
little around the total average mean score of all the answers. These low values of SD for both
scales mean that respondents had a higher level of agreement in how they responded which
gives a greater confidence and accuracy in the data provided. Based on the skewness and
kurtosis values presented in the referenced table, the items of both variables were normally
distributed through the sample. These estimates reveal that there are no out-of-bounds entries
beyond the expected range.
7.5.4.2 Assessing goodness-of-fit indices for Job satisfaction and Intention to quit
scales
The estimated values of goodness-of-fit indices designates that job satisfaction (χ2= 46.4,
χ2/df= 3.312, p< 0.001, GFI= .975, AGFI= .949, CFI= .984, TLI= .976, NFI= .977, RMSEA=
.066 and SRMR= .0272) and intention to quit (χ2 = 2.68, χ2/df= 2.68, p< 0.001, GFI= .99,
AGFI= .98, CFI= .99, TLI= .99, NFI= .99, RMSEA= .056 and SRMR= .012) produce a good
fit of the data with no need for further modification.
7.5.4.3 Assessing construct validity and reliability for Job satisfaction and Intention to
quit scales
As conducted for three previous measurement scales, the factor loading, R 2 and reliability for
job satisfaction and intention to quit are presented here. First-order CFA was performed on
both measurement scales to determine whether the seven items for job satisfaction
significantly load onto a common factor for job satisfaction and to see whether the three
items for intention to quit significantly load onto a single factor for intention to quit. For each
scale, the results revealed that all of the items for both scales loaded strongly onto the
common variables. This is evident from the values of β which were significant (p< 0.01). The
values of β weights and R2 estimates are presented in Table 7.10.
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Cronbach’s alpha coefficient for the overall scale of job satisfaction was 0.91 indicating good
internal consistency. For intention to quit, Cronbach’s alpha (α = 0.87) was calculated as well
and showed to be higher than the recommended values.
Table 7.10: Results of First-Order CFA for Job Satisfaction and Intention to Quit
β Weights (factor loadings

R2

sig.

of indicators on job
satisfaction and intention to
quit)
Items of job satisfaction scale (α = .91)
I feel challenged by my work

.81

.65

0.001

I have good relationship with my co-workers

.69

.50

0.001

I have special skills and talents that enable me to

.72

.52

0.001

I have fun at work

.75

.57

0.001

I contribute to society through my work

.77

.57

0.001

I get recognition and respect at work

.79

.62

0.001

My job is a good fit with my abilities and values

.82

.68

0.001

I frequently think of quitting my job

.86

.74

0.001

I am planning to search for a new job during the

.90

.81

0.001

.78

.60

0.001

excel at my work

Items of intention to quit scale (α = .87)

next 12 months
If I have my own way, I will be working for this
organisation one year from now

7.6

Second stage: Identifying the goodness-of-fit for the modified structural model

All necessary elements for addressing the first stage of the two-stage modelling approach
were met. After determining the psychometric properties for each measurement scale, some
modifications were proposed regarding the original model of the thesis. A structural model
consisting of transformational leadership (7 indicators), meaningful work (6 indicators),
employee engagement (3 indicators) job satisfaction (7 indicators) and intention to quit (3
indicators) was tested. This model is slightly different from the model presented in Figure 6.1
in that it only has three items loaded on vigour, and four on dedication rather that six items
for both respectively. This structural model is presented in Figure 7.3 below and considered
as hypothesised model of the study.
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Figure 7.3: The results of β estimates of the relationship between unobserved variables, R2 values and loadings for structural model
Note: TL: transformational leadership, MW: meaningful work, EE: employee engagement, JS: job satisfaction, ITQ: intention to quit, resi:
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residuals

The estimates of goodness-of-fit indices indicate that this modified structural model
presented in Figure 7.3 fits the data adequately. The modified structural model highly fits the
data with a relative χ2 = 700.1; p< 0.001; χ2/df= 2.4; GFI= .912; AGFI= .892; RMSEA= .051;
SRMR= .0331; CFI= .968; TLI= .964; NFI= .946. This means that the relationship between
each indicator and its respective latent variable was significant (p< 0.001).
By addressing the second stage of Anderson and Gerbing’s (1988) two-stage modelling
approach, the remaining sections present the results of 12 hypotheses (i.e., structure model
testing). The next section starts by outlining the correlations between study variables, based
on the data collected from the sample of Australian employees.
7.7

Identifying the correlation between unobserved variables before testing the
modified structural model

Section 7.5 examined the β coefficients between indicators and their unobserved variables,
and the psychometric prosperities for five measurement scales. The task in this section is to
specify the correlations between the five unobserved latent variable of the thesis. Correlation
determines the magnitude of the existent relation between a pair of variables as the value of
one variable changes, the value of the other variable also changes (Hair et al., 1998). Person
correlation coefficient (r) from SPSS-17 was performed to measure the strength of the linear
dependence between unobserved variables of the study. The value of r can vary from -1 to
+1, with minus one indicating a perfect negative linear relation and plus one indicating a
perfect positive linear relation. Zero indicates no relation between two variables.
The relationships between variables were interpreted in terms of the actual size of the (r)
value. In this thesis, references cut-off value for the effect size of the relationship is as
follows: low correlation is when r value is less than .28; we denote a moderate correlation
when r value is between .28 — .49, and a large correlation when r value is greater than .50
(Cohen, 1992). The 99% confidence interval is used to determine the degree of significance
in a relationship. High correlation between two variables is not necessarily desirable and may
indicate multicollinearity. Several cut-off values have been established among the literature
to guide this evaluation. An acceptable standard suggests that the multicollinearity problem is
found when a value of correlation coefficient exceeds the cut-off value accounts for a
substantial proportion of variance (r= .80 or above) for two or more coefficients (Rubin,
2009). The correlations among the study variables are presented in Table 7.11.
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Table 7.11: Correlation Matrix among Unobserved and Demographic Variables
Variable

1

2

3

4

5

1. Transformational leadership
2. Meaningful work

.66**

3. Employee engagement

.65**

.78**

4. Job satisfaction

.65**

.73**

.78**

.72**

5. Intention to quit the job

-.63**

-.64**

-.63**

-.59**

-.64**

6. Age

-.002

.12**

.11**

.11*

-.16**

7. Gender

.01

.05

.03

.05

-.02

8. Academic background

.11

.01

.08

.02

-.03

9. Industry

-.07

-.01

-.02

.04

.03

10. Working time/ week

-.02

.07

.05

.10

-.06

11. Working length

-.06

.08

.04

.03

-.09

12. Working length with supervisor

-.01

.02

.01

-.01

-.04

**
*.

Correlation is significant at the 0.01 level (2-tailed).
Correlation is significant at the 0.05 level (2-tailed).

Table 7.11 reveals that there is a high and significant relationship between study variables at
the 0.001 significant levels. These results are in the expected direction and show initial
support for all the proposed hypotheses. The following points explore the nature of the
correlation between the variables.
First, there were positive and significant correlations between transformational leadership and
employee engagement (r= .65, p< 0.001), meaningful work (r= .66, p< 0.001), job
satisfaction (r= .65, p< 0.001), and a large negative relationship with intention to quit (r= .63, p< 0.001). Second, positive correlations were found between meaningful work and job
satisfaction (r= .73, p< 0.001), high and a large negative relationship with intention to quit
(r= -.64, p< 0.001). Third, large and significant correlations coefficient were also found
between employee engagement and meaningful work (r= .78, p< 0.001) and between
employee engagement and both selected outcome variables, positively with job satisfaction
(r= .78; p< 0.001), and negatively with intention to quit the job (r= -.63, p< 0.001). Fourth, of
the demographic variables, only the age of participants was significantly correlated with
meaningful work (r= .12, p< 0.001), employee engagement (r= .11, p< 0.001), job
satisfaction (r= .11, p< 0.05) and negatively to intention to quit the job (r= -.16, p< 0.001).
However, these correlations indicate a weak relationship. Finally, the r values appearing in
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Table 7.11 indicate that there is no problem of multicollinearity as the values of r between
each pairs of variables were less than .80 which is in line with (Rubin, 2009) suggestions.
7.8

Addressing the four assumptions for violation before Hypotheses testing

As discussed in the procedure for data analysis (Section 6.8), it was necessary to examine
four underlying assumptions prior to testing the direct and mediating effects in the proposed
model.

These

four

assumptions

are

normality,

linearity,

homoscedasticity

and

multicollinearity. Any violations of these assumptions could make conclusions drawn from
the results unreliable. The estimates of these four assumptions are presented in Appendix B.
Normality: Supporting the results of the skewness and kurtosis tests presented in Table 7.2,
the results of the Shapiro-Wilk (W) test for all unobserved variables were nonsignificant
(alpha > 0.05). This result indicates that there was no violation of the assumption of
normality. Table B-8-1 in Appendix B shows the results of the Shapiro-Wilk (W) test of
normality.
Linearity and homoscedasticity: Both assumptions were evaluated through visual
examination of scatterplots. A visual examination of the bivariate scatterplots showed that the
relationships between the study variables formed relatively straight and linear lines, which
was indicative of no violations of linearity. For homoscedasticity, the same visual
examination of the bivariate scatterplots showed a general oval shape. This indicated no
violation of the assumption of homoscedasticity. The figures for the histogram, scatterplots
and P-P plots are presented in Figure B-8.1 to Figure B-8.6 in Appendix B.
Multicollinearity: Although the correlations presented in Table 7.11 in the previous section
showed no evidence of a violation of the multicollinearity assumption, Hair et al. (2010)
recommended that two further tests be conducted to evaluate multicollinearity. The Tolerance
value (TOL) and Variance inflation factor (VIF) were checked. The TOL and VIF tests
revealed values in the satisfactory range, indicating no violation of multicollinearity. Data
from the TOL and VIF tests is presented in Table B-8-2 in Appendix B.
7.9

Hypotheses testing

This section tests the hypotheses presented in Section 6.2. This process of hypotheses testing
is divided into three sub-sections. Section 7.9.1 focuses on testing the direct relationship
hypotheses formulated in hypotheses 1, 2a, 3a, 3b, 5a and 5b. Section 7.9.2 aims to test the
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simple mediation hypothesis formulated in hypothesis 3c. Section 7.9.3 aims to test
sequential mediation hypotheses formulated in hypotheses 6a and 6b.
7.9.1 Hypotheses testing of direct relationships: Hypotheses 1-5b
Standardised β estimates of the modified structure model taken from AMOS analysis are used
to test 6 hypotheses of direct relationship. The β estimates for these 6 hypotheses were
presented in the paths between unobserved variables presented in Figure 7.3.
In detail, the first aim of this thesis was formulated in hypothesis 1 which assesses the nature
of the relationship between transformational leadership and employee engagement among a
sample of Australian employees. The results of β estimates in the SEM revealed that, when
controlling other predictors in the model, transformational leadership significantly and
positively associated with employee levels of engagement at work (β= .21, p< 0.001).
Moreover, β estimates also shows that transformational leadership was positively and
significantly associated with meaningful work (β= .71, p< 0.001), job satisfaction (β= .17, p<
0.001) and negatively and significantly to intention to quit (β= -.35, p< 0.001). Therefore,
hypotheses 2a, 3a and 3b were supported. Figure 7.3 also shows that meaningful work
positively and significantly associate with employee engagement (β= .68, p< 0.001), job
satisfaction (β= .23, p< 0.001) and negatively correlate to employee intentions to quit the job
(β= -.32, p< 0.001). Therefore, hypotheses 2b, 4a, and 4b were supported. Finally, in terms of
the proposed hypotheses 5a and 5b, the results indicate that employee engagement is
positively and significantly associate with job satisfaction (β= .49, p< 0.001) and negatively
and significantly associate with intention to quit the job (β= -.22, p< 0.001). Thus, hypotheses
5a and 5b were supported.
The results of R2 presented in Figure 7.3 also show that 71% of the variance of employee
engagement at work is explained by transformational leadership and meaningful work (i.e.,
R2= .71). In other words, it is estimated that the error variance of employee engagement is
approximately .29 of the variance of employee engagement itself. Furthermore, Figure 7.3
shows that transformational leadership, meaningful work and employee engagement explains
unique variance in job satisfaction with R2= .68 and intention to quit with R2= .66.
7.9.2 Testing of simple mediation hypothesis: Hypothesis 2c
Hypothesis 2c states that employee experience of meaningful work mediates the relationship
between transformational leadership and employees’ feelings of engagement at work. In
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order to test this hypothesis, the total effect of transformational leadership on employee
engagement (c) and the direct effect of transformational leadership on employee engagement
(c’) need to be assessed. Furthermore, path (a) that represents the direct effect of
transformational leadership on meaningful work and path (b) which represents the direct
effect of meaningful work on employee engagement also needs to be examined. The total
indirect effect (ab) of transformational leadership on employee controlling to meaningful
work also needs to be verified. According to Preacher and Hayes (2004), the estimate of the
indirect effect (ab) represents the difference between the c and c’. Accordingly, the value of
c can also be calculated as the sum of c’ and ab. As a rule of thumb, a partially mediated
hypothesis is supported when the value of indirect effect path (ab) is smaller than the value of
total effect path (c) with the same sign (Shrout & Bolger, 2002). In other words, if the direct
effect of the meaningful work, accounts for a significant amount of variance in employee
engagement, but c’ remains significant, a partial mediation relationship is indicated. In
contrast, a full mediation relationship is supported when the significant effect between
transformational leadership and employee engagement is no longer significant when
controlling meaningful work. The above discussion on simple mediation relationship and
mediator effects is presented diagrammatically in Figure 7.4.
c= c’+ ab

a
Independent
variable

c’ = c - ab

Mediator
variable

b

ab = c - c’

Dependent
variable

Figure 7.4: Diagrammatic representation for simple mediation relationship

Interestingly, the β estimates for the direct effects in hypotheses 1, 2a and 2b provide
preliminary evidence for supporting a partial mediation relationship. However, the
significance of the indirect effect of “meaningful work” in this relationship needs to be
examined. Different tests are available in the literature for this purpose. SEM with
bootstrapping method is used to assess and provide estimates of the indirect effects. The
justifications of using this approach had been outlined in Section 6.8. Recalling what has
been discussed in that section, bootstrapping approach with 5000 resamples was used to give
more accurate estimates of the significance of the indirect effect of meaningful work. In this
195

analysis, the statistical significance for the indirect effect was determined using 99% bias and
percentile confidence intervals.
For illustration purposes, Figure 7.5 depicts all the necessary estimates from bootstrapping
analysis to examine hypothesis 2c and assess the indirect effect.
c =.69

a = .71
Transformational
leadership

c’ = .21

Meaningful
work
b = .68

ab =. 48

Employee
engagement

Figure 7.5: Illustration of β estimates of specific indirect and total indirect effects to assess
hypothesis 2c

Figure 7.5 shows that there is evidence for partial mediation indicating support for hypothesis
2c. The results indicate that the values of total effect of transformational leadership on
employee engagement is β= .69, p< .001. The value of indirect effect when controlling
meaningful work is β= .48, p< .001, 95% CI [0.3737, 0.5345]. Comparing values in the figure
revealed that there is evidence for partial mediation because of the total effect of
transformational leadership attenuated slightly but remained significant when controlling for
the mediator ‘meaningful work’. This same figure shows that meaningful work carried 0.48
of the total effect of transformational leadership on employee engagement at work.
7.9.3 Testing of sequential mediation hypotheses: Hypotheses 6a and 6b
Hypothesis 6a presumes that transformational leadership is indirectly related to employee job
satisfaction through the mediating influence of employee experiences of meaningful work
and, in turn, employee engagement at work, whereas hypothesis 6b suggests that
transformational leadership is indirectly related to employee intention to quit the job through
the mediating influence of employee experiences of meaningful work and, in turn, employee
engagement at work. In mediation models, the multiple mediator variables can be specified to
operate in parallel or in sequence. The way each hypothesis is formulated, are named as
sequential mediation hypotheses (Hayes et al., 2010). An illustration of a sequential
mediating model is presented in Figure 7.6 below.
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M1

a3

M1
b2

a1
X

b1

a2

Y

C’
Figure 7.6: Diagrammatic representation for the sequential mediation relationship

As highlighted in chapter 6, Taylor et al. (2007) and Hair et al. (2010) argued that sequential
mediation relationship occurs when an independent variable (X) influences a dependent
variable (Y) through two related mediators (M1 and M2). Similar to the symbols of simple
mediation, the direct effect of X on Y, controlling the effect of M1 and M2 is expressed as
path c’. Path a1 and path a2 represents the direct effect of X on M1 and the direct path effect
of X on M2 respectively. Path a3 represents the direct effect of M1 on M2. Path b1 and b2
represents the effect of M1 and M2 on Y controlling the effect of X. The total effect is
described as the effect of passing through a1a2a3+ a1b1+ a2b2. This total effect is expressed
as path c. Path c, though, can be broken down into a three paths effect, which is the effect of
passing through both mediators (a1a2a3) and the effect passing through only one of the
mediators (a1b1 and a2b2) (Taylor et al., 2007).
According to Taylor et al. (2007), the three-path indirect effects are estimated by the product
of the coefficients for each of the paths in the mediational chain. This means, therefore, that
the total indirect effect of X on Y through M1and M2 is produced through these paths (a1, a2,
a3 b1, and b2). The total effect of X on Y is the sum of the direct and indirect effects (c= c’+
a1a2a3b1b2). The differences between the total effect and the indirect effect is given as (c’
=c- a1a2a3b1b2). When c’ is significantly different from 0, it can be concluded that M1 and
M2 mediate the relationship between X and Y.
As highlighted in Chapter 6, because traditional approaches of simple mediation are not
suitable for testing these types of mediation hypotheses, two tests were used to examine the
respected hypotheses. First, following the recommendations of James et al. (2006), a series of
nested model comparison approach was used. In this test, a model is nested when it contain
the same terms of the baseline model but has some additional terms. Here, a series of
competing structural models which determined directional relationships amongst the
variables are compared (Bentler & Bonett, 1980). The model that best fit the collected data is
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selected. Second, to further test the robustness of the results of this comparison, the macro
MEDTHREE of SPSS developed by Hayes et al. (2010) was applied to the data.
7.9.3.1 Nested model approach: Chi-Square (χ2) differences test
A nested model approach is commonly used to decide which model is preferable in
explaining the sample covariance. This approach is performed by comparing the goodness-offit indices for the modified structural model in Figure 7.3 with other alternative models
(Marsh et al., 1988). These proposed alternative models must be based on previous research
or need to be theoretically plausible. Differences between nested models are usually verified
through comparing the goodness-of-fit indices for each model and by using differences in χ2
values relative to the difference in their degrees of freedom. When the χ2 difference is
significant, for the given degrees of freedom and of a chosen significance level, the model
that has the lower χ2 value than the alternative models is selected. As a rule of thumb, the best
fitting model is the model that has the lower value of χ2 , if the proposed model has the lowest
χ2 then H6a and H6b are supported (Anderson & Gerbing, 1988; Marsh et al., 1988).
Several studies have used this test as a preliminary step for supporting or rejecting the
sequential mediation relationship (Piccolo & Colquitt, 2006; Carmeli, Ben-Hador, Waldman
& Rupp, 2009; Nielsen et al., 2009; Piccolo, Greenbaum, Hartog & Folger, 2010). Similarly,
the same procedure was undertaken to assess the goodness-of-fit for the modified structural
model and to assess and to provide estimates for the proposed alternative models.9
The modified structure model (i.e., Model 1) is compared with four alternative models to
check whether other models can better fit the data. First, a model that is identical to the thesis
model but barring the two unidirectional paths from transformational leadership to job
satisfaction and from transformational leadership to intention to quit was considered. This
proposed model is called Model 2. This new model is a full mediation model that assume that
transformational leadership influence job satisfaction and intention to quit the job only
through variables. Model 2 is depicted in Figure 7.7.

9

The bootstrapping method in AMOS software is performed with 5000 resamples and
statistical significance determined from 99% bias and percentile confidence intervals is
determined in this analysis.
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Job
satisfaction

Meaningful
work

Intention to
quit

Transformational
leadership

Figure 7.7: Diagrammatic representation for alternative Model 2

Results from SEM showed that Model 2 does fit the data adequately with χ 2= 763.57, p<
0.001; χ2/df= 2.597; GFI= .90; AGFI= .877; RMSEA= .055; SRMR= .0458; CFI=.963;
TLI=.96; NFI=.941. The goodness-of-fit indices for Model 2 are compared with fit indices in
Model 1. The values of goodness-of-fit indices for both models are relatively similar with
slightly better for Model 1. However, because the χ2 value for Model 2 is (χ2= 763.57) is
higher than the value of χ2 of Model 1 (χ2= 700.1), it is concluded that Model 1 better fit the
data over Model 2. Particularly, the differences between the values of χ2 of the Model 2 and
Model 1 was statistically significant Δχ2 (63.47, p< 0.001; N= 530).
Another alternative model is proposed based on the assumption that a relationship between
meaningful work and employee engagement is presumed to be unclear. Some argue in the
literature (mainly practitioners) employees who are engaged may come to value the work
they do and be more aware about the significance and values of the work roles (Gallup,
2009). Colbert and Bloom (2007) did not find a significant association between meaningful
work and employee engagement. However, the same authors found that this relationship may
be due to increased perceptions of meaningful in work after periods of engagement. Others
stated that engaged employees may actively change the design of their jobs by choosing
tasks, negotiating different job content, and assigning meaning to their tasks or jobs (in
Parker and Ohly, 2008; Bakker & Leiter, 2010, p. 190).
Based on these assumptions, this model changes the sequential order of the relationship
between meaningful work and employee engagement. In other words, the unidirectional path
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from employee engagement to meaningful work is switched. This new model is referred to as
Model 3 and is presented in Figure 7.8.

Employee
engagement

Job
satisfaction

Transformational
leadership

Meaningful
work

Intention to
quit

Figure 7.8: Diagrammatic representation for alternative Model 3

As hypothesised, the values of the goodness-of-fit indices for Model 3 were significantly less
adequate than the proposed partial mediation model with χ2=774.6, p< 0.001, χ2/df= 2.7,
GFI= .896, AGFI= .875, RMSEA= .056, SRMR= .0398; CFI= .962; TLI= .958; NFI= .941.
Furthermore, the differences between the values of χ2 of Model 3 (χ2=774.6; p< 0.001) and
Model 1 (χ2=700.1; p< 0.001) was statistically significant Δχ2 (74.3, p< 0.001; N = 530). All
together, the results support Model 1 over Model 3.
Model 1 was also compared with two other less parsimonious models. In these alternative
models, some paths representing hypothesised relationships between variables were removed.
The first alternative model that was proposed was Model 4 (see Figure 7.9). In this model, the
paths between meaningful work and both work related outcomes (i.e., job satisfaction and
intention to quit) were removed. This model is referred to as the Less meaningful work paths
model. The second alternative model that was proposed was Model 5 (see Figure 7.10). In
this model, the paths between transformational leadership and both work related outcomes
(i.e., job satisfaction and intention to quit) were removed. The paths between meaningful
work and the same two work-related outcomes were also removed in this model. This model
is referred to as the Direct causal model.
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Figure 7.9: Diagrammatic representation for alternative Model 4
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Meaningful
work

Employee
engagement

Intention to
quit
Figure 7.10: Diagrammatic representation for alternative Model 5

Comparing the goodness-of-fit indices suggest that Model 1 indicated better fit of the data
than Model 4 (χ2=735.3 p< 0.001, χ2/df= 2.51, GFI= .90, AGFI= .881, RMSEA = .053,
SRMR = .0386; CFI= 0.965; TLI= 0.962; NFI= 0.944) and better than Model 5 (χ2=868.6, p<
0.001, χ2/df= 2.96, GFI= 0.885, AGFI= 0.864, RMSEA= 0.06, SRMR= 0.0784; CFI= 0.955;
TLI= 0.951; NFI= 0.933). As observed, because the χ2 value for the less meaningful work
paths model and for the direct model is higher than the χ2 value for the study model,
additional robustness has been given to Model 1.
In short, based on the path coefficients estimates and the goodness-of-fit indices for the five
competing models, neither of these models offered an enhancement in fit over the structural
model (Model 1). Therefore, the partial mediation models proposed in this study is preferred
model which lends firm support to hypotheses 6a and 6b. The β weights of path coefficient
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and goodness-of-fit indices of the Model 1 in comparison to the four alterative models are
depicted in Table 7.12.
Table 7.12: Summary of Path Coefficient weights (β) of and the Goodness-of-Fit Indices
for five Alternative Models
The proposed

Full mediation model

Changing the

Less

A causal

study model

(less transformational

sequential order

meaningful

direct

(partial mediation

leadership paths,

between MW

work paths

Model

model, Model 1)

Model 2)

and WE (Model

model (Model

(Model 5)

3)

4)

TLMW (β=.71,

TL MW (β=.71, p<

TL EE (β=.76;

TL EE (β=

TLMW

p< 0.001)

0.001)

p< 0.001)

.20, p< 0.001)

(β=. 71, p<
0.001)

TL EE (β=.21,

TL EE (β=.22; p<

TL MW

TL MW (β=

MW EE

p< 0.001)

0.001)

(β=.20, p< 0.001)

.71, p< 0.001)

(β= .84, p<
0.001)

MW EE (β=.68,

MW EE (β=.67, p<

EE MW

MW EE (β=

EE JS (β=

p< 0.001)

0.001)

(β=.62; p< 0.001)

.69, p< 0.001)

.82, p<
0.001)

EE JS (β=.49, p< EE JS(β=.55, p<

MW JS (β=.25,

EE JS (b=

EE ITQ

0.001)

p< 0.001)

.66, p< 0.001)

(β= -.78, p<

0.001)

0.001)
EE ITQ (β=-.22,

EE ITQ (β=-.35, p<

MW ITQ (β=-

EE ITQ (β= -

p< 0.001)

0.001)

.33, p< 0.001)

.46, p< 0.001)

TL JS (β=.17, p< MW JS (β=.31, p<

TL JS (β=.16,

TLJS (β= .22,

0.001)

0.001)

p< 0.001)

p< 0.001)

TL ITQ (β=.-35,

MW ITQ (β= -.48,

TL ITQ (β=.35,

TLITQ (β= -

p< 0.001)

p< 0.001)

p< 0.001)

.42, p< 0.001)

MW JS (β=.23,

EE JS (β=.47,

p< 0.001)

p< 0.001)

MW ITQ (β=-

EE ITQ (β=-

.32, p< .001)

.21, p< .001)

2

χ = 700.1, p<

763.57, p< 0.001

774.6, p< 0.001

735.3, p< 0.001

0.001

868.6, p<
0.001

Δ χ2

63.47

74.5

35.2

168.5

χ2/df = 2.4

2.597

2.70

2.51

2.93
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GFI= .912

.90

.896

.90

.885

AGFI = .892

.87

.875

.881

.864

RMSEA = .051

.055

.056

.053

.06

SRMR = .033

.046

.04

.039

.078

CFI = .968

.963

.962

.965

.955

TLI = .964

.96

.958

.962

.951

.941

.941

.944

.933

NFI = .946
2

Note: The χ reported is in relation to the proposed mediation model of the study. TL:
transformational leadership, MW: meaningful work, EE: employee engagement, JS: job satisfaction,
and ITQ: intention to quit.

7.9.3.2 Estimating the total and specific indirect effects for the mediating variables in
hypotheses 6a and 6b
Results of the nested model approach presented in Table 7.12 have provided support for 6a
and 6b. Nonetheless, SEM does not show the specific indirect effects that mediators carry
between transformational leadership and selected job related outcomes. In order to
approximate these specific indirect effects for a sequential mediation hypotheses, several
more contemporary methods have been developed based on the simple mediation methods
(Taylor et al., 2007; Hayes et al., 2010). These methods allow specifically for testing
mediation models whereby the specific indirect effects of X on Y through two related
mediators can be assessed (Taylor et al., 2007).
This thesis used the SPSS MEDTHREE developed by Hayes et al. (2010) to examine the
estimates of the indirect effect of each mediator and for both mediators together. This
approach was selected because it is well suited for: testing two-stage modelling relationships;
estimating the total mediation effect that meaningful work and employee engagement carry
together; and estimating the specific mediation effect for each mediator separately. For
inferences about the indirect effects of the sequential mediation hypotheses, the bootstrapping
procedure in MEDTHREE was used and performed with 5,000 resamples. Statistical
significance for the indirect effect was determined from 95% bias and accelerated confidence
intervals (Hayes et al., 2010). The command line of MEDTHREE was replaced by two
running formulas representing hypotheses 6a and 6b. The results of MEDTHREE analysis are
presented in Appendix C.
The results for hypotheses 6a and 6b are presented in Table 7.13 and Table 7.14 respectively.
Specifically, Table 7.13 depicts the confidence intervals of the total indirect effect of
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meaningful work and employee engagement through transformational leadership to job
satisfaction. It also presents the indirect effects of the first mediator (M1), the second
mediator (M2), and the combination effect of both mediators between transformational
leadership and job satisfaction. These total and indirect effects were derived using
bootstrapped 95% CI and standard errors.
Table 7.13: Confidence Intervals of Total Indirect Effects and Specific Effects of
Meaningful Work and Employee Engagement between Transformational Leadership
on Job Satisfaction (Hypothesis 6a)
Effect

LL95%CI UL95%CI BootSE

Total indirect

.38

.33

.44

.028

M1 (meaningful work)

.13

.087

.18

.025

M2 (employee engagement)

.096

.06

.14

.020

M1 & M2

.15

.12

.19

.018

Note: Indirect Effects (with bootstrap 95%CI and standard errors)

The results in Table 7.13 show that the total indirect effect of meaningful work and employee
engagement is β= .38, p< 0.001, 95% CI [.3278, .4378]. The estimates also demonstrate that
the bootstrap test on indirect effects indicated that meaningful work approximately transmits
34.64% of the total indirect influence of transformational leadership on job satisfaction with
β= .1321, p< 0.001, 95% CI [.3278, .4378]. On the other hand, the mediator ‘employee
engagement’ was found to transmit approximately 25.14% of the total indirect effect of
transformational leadership on job satisfaction with β= .0959, p< 0.001, 95% CI [.060,
.1365]. When meaningful work and employee engagement work together, they transmit
40.19% of the mediation effect with β= .15, p< 0.001, 95% CI [.1901, .0184].
Similarly, Table 7.14 also reports the confidence intervals of indirect effects of meaningful
work and employee engagement between transformational leadership on intention to quit the
job. also It also illustrates the total and specific indirect effects that meaningful work and
employee engagement transmit from the total effect of transformational leadership on
intention to quit (with bootstrap 95% CI and standard errors).
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Table 7.14: Confidence Intervals of Total Indirect and Specific Effects of
Transformational Leadership on Intention to Quit the Job through Meaningful Work
and Employee Engagement (Hypothesis 6b)
Effect

LL95%CI

UL95%CI BootSE

Total indirect effect

-.33

-.41

-.27

.04

M1 (meaningful work)

-.17

-.25

-.10

.04

M2 (employee engagement)

-.06

-.10

-.03

.02

M1& M2

-.10

-.15

-.05

.03

Note: Indirect Effects (with bootstrap 95%CI and standard errors)

The results of bootstrapping indicates that the total indirect effect of meaningful work and
employee engagement is β= -.33, p< 0.001, 95% CI [-.4093, -.2649]. Table 7.14 also shows
that meaningful work approximately transmits 51.4% of the total negative indirect effect of
transformational leadership on employee intention to quit the job with β= -.17, p< .01, 95%
CI [-.2509, -.0950]. On the other hand, the other mediator ‘employee engagement’ found to
carry approximately (18%) of the total indirect effect of transformational leadership on
intention to quit with β= -.06, p< 0.001, 95% CI [-.103, -.0288]. Finally, the outputs revealed
that when the two mediators are included in to the model together, they transmit 30% of the
mediation effect with β= .099, p< 0.001, 95% CI [-.1528, -.0512].
In summary, the findings of the various analyses together showed that in addition to the direct
influence of transformational leadership on both job satisfaction and intention to quit, there
was evidence that employee experiencing meaningful work and feeling engaged in work
partially mediate this relationship by carrying significant mediating effects of this
transformational leadership influence. Hence, hypotheses 6a and 6b were strongly supported.
7.10 Chapter summary
This chapter reported the results of the data analysis. The analysis generated the following
points.


It was found that out of five measurement scales, four scales (transformational
leadership, meaningful work, job satisfaction and intention to quit) provided a good fit
for the data. However, the employee engagement scale (i.e., UWES-17) required
further modification to better improve its goodness-of-fit. As depicted, some items
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from this scale were dropped as an approach to present the degree to which indicators
represented the unobserved latent variables of the study.


Descriptive statistics for each measurement scale were provided. The figures showed
that there were no out-of-bounds estimates beyond the expected range. Furthermore,
all of the measurement scales demonstrated good psychometric prosperities. The
results of CFA revealed that the loading of indicator items on constructs was valid and
above the preferred 0.50 threshold of acceptability. Each scale had a Cronbach alpha
above the preferred 0.80 requirement of acceptability.



No assumptions of violation were recorded and the study variables were strongly and
significantly correlated to each other.



Transformational leadership was found to have significant unique effects on
employees to feel engaged in work. Furthermore, the analysis of direct hypotheses
revealed that transformational leadership, meaningful work and employee
engagement also had significant effects on the two proposed job related outcomes.



The results also showed that experiencing meaningful work partially mediates the
relationship between transformational leadership and employee engagement. In
addition, the proposed model of this thesis provided the best fit for the collected data
when compared with other competing models.



The results of χ2 differences test support the hypotheses that meaningful work and
employee engagement partially and sequentially mediate the relationship between
transformational leadership on the one hand and job satisfaction and intention to quit
on the other.



The results of sequential mediation analysis also reported that meaningful work and
employee engagement transmit indirect effects between transformational leadership
and job related outcomes, with a higher weight for meaningful work.

Chapter 8 discusses the findings and conclusions based upon the empirical quantitative data
analysis derived in this chapter. The following chapter also presents the implications for
theory and practice, followed by a discussion of the limitations of this thesis and
recommendations for future research.

206

8
8.1

DISCUSSION AND CONCLUSION

Introduction

This chapter summarises the contents of this thesis and evaluates its contribution to the
literature and implications for future research. The chapter is organised into six sections.
Section 8.2 presents a general review of the purpose, aims and hypotheses of the thesis.
Section 8.3 discusses the findings of each hypothesis individually and describes in detail how
the findings addressed the aims of the thesis. Section 8.4 outlines the academic contributions
and theoretical implications of the thesis. Section 8.5 presents the implications for practice.
Section 8.6 addresses some potential limitations of the thesis. Finally, Section 8.7 outlines
some possible directions and suggestions for future research that have been identified from
the findings and issues dealt within this thesis.
8.2

General overview of the thesis

The main purpose of this thesis was to develop and then test a conceptual model that explains
the relationships between transformational leadership, meaningful work, employee
engagement, job satisfaction and intention to quit the job. This thesis is one of the first to
investigate all these variables simultaneously and within the Australian context. The present
thesis was undertaken based on several important theoretical and practical motivations
presented in Section 1.3. As discussed in Chapter 1, this thesis established three aims to
achieve this purpose. These aims were:


To empirically examine the relationship between transformational leadership and
employee engagement in a sample of Australian employees;



To provide evidence for the role of employee experiences of meaningful work as a
psychological mechanism in explaining the relationship between transformational
leadership and employee engagement; and



To test a sequential mediating model in which meaningful work and employee
engagement could explain the relationship between transformational leadership
and job related outcomes, namely job satisfaction and intention to quit the job.

On the basis of these aims, several direct, simple mediation and sequential mediation
hypotheses were formulated and presented in section 6.2.
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In order to achieve the three aims of this thesis and test the hypotheses, theoretical
justifications were discussed before each hypothesis (presented in Chapters 2-5). A web
based survey combining five scales was employed for the data collection process. A sample
of 530 employees was recruited to achieve the proposed aims. The twelve hypotheses were
verified through SEM and tailored mediation analyses. The study results fully supported
these 12 hypotheses (presented in Chapter 7). The following section highlights the main
findings of this thesis and then proceeds to discuss the results of each hypothesis in detail.
8.3

Discussion of findings

In this section, a discussion of the results of the hypotheses testing is presented, in accordance
with the underlying study aims. The results of the hypotheses testing are discussed under
each aim. The results are interpreted with regard to previous findings in the literature and
possible explanations for each proposed relationship are discussed.
Thesis aim 1: To empirically examine the relationship between transformational
leadership and engagement in a sample of Australian employees (Hypothesis 1)
Hypothesis 1 postulated that there is a direct, positive relationship between transformational
leadership and employees’ engagement at work. Previous research on employee engagement
has empirically clarified the role of various antecedents in promoting employee engagement.
The results of this thesis, however, demonstrate that other antecedents can also play an
important role in enhancing feelings of engagement at work. Specifically, SEM analysis
indicated that transformational leadership had a strong and significant direct impact on
employee engagement among a sample of Australian employees. It was found that when
employees perceived their direct manager to be a role model, to be a person who exhibits
genuine consideration and care for them (i.e., emotional support), to have a vision of the
future and to produce a supportive organisational climate (i.e., the four transformational
leadership dimensions), they build their self-confidence with respect to goal attainment, and
as a result there is greater likelihood that they will become energised to engage in work. This
finding is consistent with previous research (Salanova et al., 2011; Tims et al., 2011) which
further suggested that the positive relationship between followers and transformational
leaders can, in turn, enhance followers’ feelings of engagement at work by helping them to
experience work as more challenging and involving.
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This thesis further aimed to discuss possible explanations of why this relationship exists. A
possible explanation is clear when one considers the unique influence of transformational
leadership (Bass, 1985) in combination with social exchange theory (Blau, 1964). It has been
noted that transformational leadership behaviours are likely to develop attributes of employee
engagement by instilling loyalty, respect and devotion in followers, inspiring and motivating
followers to perform beyond expectations, creating an environment where followers feel
trusted to be innovative and creative, and demonstrating individualised attention towards each
follower so followers can reduce their negative feelings, thereby helping to enhance a
positive state of mind such as employee engagement.
Social exchange theory is built on the premise of subjective cost-benefit analysis and the
comparison of alternatives (Blau, 1964). It indicates that the series of interactions that happen
between two parties (e.g., leader and followers) will usually create obligations from one party
to another. Therefore, a party is likely to respond differently according to the resources
provided by managers. In support of this argument, some researchers found that social
exchange theory is able to explain the effect of transformational leadership (Pillai,
Schriesheim & Williams, 1999). Indeed, perceiving managers as transformational leaders can
also raise morale, broaden the interests of followers, realign followers’ values and norms, and
truly motivate followers to do more than they originally intended and often even more than
they thought possible (Jung & Avolio, 2000; Avolio & Bass, 2002).
Building on social exchange theory, if leaders can support and provide employees with
important resources (such as consideration, respect and a vision of the future), followers are
likely to perceive the workplace as supportive, which in turn creates a sense of obligation to
reciprocate. Because of their enhanced sense of belonging, one possible way for employees to
reciprocate is by devoting their very best effort to their work. Saks (2006) believed that
employee reciprocation can be demonstrated in the form of many desirable behaviours such
as engagement at work.
The finding of this hypothesis in Australia supports the results of previous studies conducted
in South Africa (Zhu et al., 2009), the Netherlands (Tims et al., 2011) and Portugal (Salanova
et al., 2011). The added value is that this thesis has focused on testing the role of
transformational leadership on employee engagement in a sample of heterogeneous
Australian employees who come from different ethnicities and backgrounds.
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Thesis aim 2: To provide evidence for the role of employee experiences of meaningful
work as a psychological mechanism in explaining the relationship between
transformational leadership and employee engagement (Hypothesis 2a, Hypothesis 2b
and Hypothesis 2c)
Hypothesis 2a postulated that there would be a direct, positive relationship between
transformational leadership and employees’ experiences of meaningful work. As shown in
Chapter 7, the result of this analysis found that transformational leadership strongly
influences employees’ experiences of meaningful work. Specifically, the more often leaders
engaged in transformational leadership behaviours, the more likely their followers were to
experience work as a meaningful place.
Two possible explanations can be provided to support this finding. Scoggins (2008)
suggested that when the characteristics of an employee’s job do not fit with his or her
personal values and goals, the employee will be less likely to experience meaningful work.
Transformational leaders, especially those who hold inspirational motivation behaviours, are
seen as a main source of compelling vision of the future. This in turn increases followers’
personal core values (Bass & Riggio, 2006), and consistency between managers’ vision of the
organisation’s mission and the core values of their followers is more likely to occur. Thus,
because of this consistency, employees will view their work roles as more purposeful,
significant and important — all of which are integral components of meaningful work (see
the revision of the term of meaningful work presented in Chapter 4).
An alternative explanation of this positive relationship is based on the central assertion of
transformational leadership theory — that transformational leaders influence followers and
create meaning in work (Bass, 1985; Yukl, 1999). Indeed, transformational leaders have been
found to create increasingly meaningful experiences by enhancing employees’ levels of
morality and activating their higher order needs, transforming stressful work situations as
challenges for employees, and increasing employees’ sense of identification with a reduction
in their levels of stress (Sivanathan et al., 2004). Likewise, Bass and Riggio (2006) and
Rosso et al. (2010) claimed that transformational leaders focus on the higher order needs of
followers, such as the need for self-actualisation and self-achievement, which in turn impacts
their followers to perceive work as a place that fits with their personal values and
expectations, and consequently, work becomes more meaningful. The result of this
hypothesis is consistent with previous empirical findings (Bono & Judge, 2003; Piccolo &
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Colquitt, 2006; Purvanova et al., 2006; Schlechter & Engelbrecht, 2006; Arnold et al., 2007;
Colbert & Bloom, 2007) and theoretical propositions (Bass, 1985; Shamir et al., 1993;
Sivanathan et al., 2004; Rosso et al., 2010; Serrano & Reichard, 2011).
Hypothesis 2b postulated that there would be a direct, positive relationship between
employees’ experiences of meaningful work and employees’ engagement at work. The results
support this hypothesis that meaningful work is a strong predictor of employee engagement.
Specifically, the results show that employees who experience meaning in their work are
motivated to enhance feelings of vigour, dedication and absorption. Moreover, finding
meaning in work intrinsically motivates employees (Chalofsky, 2003; May et al., 2004),
helps employees to personally grow and satisfy their basic human needs, and in turn
influences the degree to which employees feel engaged in work (May et al., 2004). The
results are consistent with previous research findings that the experience of meaningful work
is an important source of employee engagement (Stringer, 2008; Fairlie, 2011a; Serrano &
Reichard, 2011).
Hypothesis 2c suggested that employee experiences of meaningful work potentially mediate
the positive relationship between transformational leadership and employees’ feelings of
engagement at work. This thesis supported the role of meaningful work as a partial mediator
between transformational leadership and employee engagement. This thesis is the first study
to show that transformational leadership is imperative in promoting employee engagement
through meaningful work. This suggests that transformational leadership affects employee
engagement directly (as shown in Hypothesis 1) and indirectly by stimulating meaning in
followers’ work. Specifically, the results show that managers who score highly on
transformational leadership are more capable of increasing feelings of meaningful work in
followers, thus indirectly influencing their attributes of engagement at work.
The finding of the partial mediation relationship can be plausibly explained as follows. It is
argued that transformational leaders who challenge their followers with high standards and
who stimulate and encourage behaviours of creativity and innovation in employees can create
a blame-free environment where feelings of meaning in work are enhanced (Bass, 1985).
Clearly, in such a meaningful environment, followers see themselves as valuable and
significant people. Indeed, when followers experience work as a meaningful place, they will
feel that the work is important, significant, valuable and satisfying their basic human needs,
which subsequently can influence their attributes of engagement at work.
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Another way to explain this partial mediation relationship is that transformational leaders
demonstrate how employees can work towards this future in their current job, inspire them to
think about the status quo from different angles, and match employee needs and objectives
with the overall organisational vision. This association between followers’ perceptions of the
value of their current job and their daily activities leads employees to see the ‘big picture’ by
helping them to understand the impact they have through work (Serrano & Reichard, 2011).
This is likely to enhance feelings of meaning in work, which create the basic environment
that subsequently facilitates employee engagement.
It can therefore be concluded from the results of this hypothesis that when including
meaningful work as a hypothesised mediator in the direct relationship between
transformational leadership and employee engagement, the total effect of transformational
leadership reduces. This indicates support for partial mediation. The finding from this
hypothesis supports previous research which supports the idea that meaningful work plays a
mediating role between transformational leadership and several outcomes (Arnold et al.,
2007; Nielsen et al., 2008b). Furthermore, supporting the mediating role of meaningful work
adds to the theory of transformational leadership because the finding encourages further
examination of why transformational leaders influence employee outcomes (Yukl, 1999;
Avolio et al., 2009).
This mediating role of meaningful work between transformational leadership and employee
engagement has not been examined before. Previous research has documented the mediating
role of meaningful work as an important process for transformational leadership impact
(Sivanathan et al., 2004; Arnold et al., 2007). However, the present thesis extends previous
literature by explaining why transformational leaders influence followers to be engaged in
work. The results of this hypothesis (accompanied by the results of Hypothesis 1, Hypothesis
2a and Hypothesis 2b) suggest that one important reason for the effectiveness of
transformational leaders in creating engaged employees at work is that such leaders enhance
followers’ beliefs that work is meaningful. The findings suggest a better understanding of the
transformational leadership process based on personal meaning in work, to explore how
transformational leaders develop followers’ levels of engagement.
Thesis aim 3: To test a sequential mediating relationship in which meaningful work and
employee engagement could explain the relationship between transformational
leadership and job related outcomes, namely job satisfaction and intention to quit the
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job (Hypothesis 3a, Hypothesis 3b, Hypothesis 4a, Hypothesis 4b, Hypothesis 5a,
Hypothesis 5b, Hypothesis 6a, and Hypothesis 6b)
Hypothesis 3a suggested that transformational leadership would hold a positive and direct
relationship with job satisfaction. The results supported this hypothesis. This finding is
consistent with findings of previous studies (Medley & Larochelle, 1995; Walumbwa &
Lawler, 2003; Judge & Piccolo, 2004; Rafferty & Griffin, 2004; Walumbwa et al., 2004;
Walumbwa et al., 2005a; Walumbwa et al., 2005b; Bass & Riggio, 2006; Nguni et al., 2006;
Nemanich & Keller, 2007; Walumbwa et al., 2007). Indeed, employees who work under a
transformational leader are more likely to assume greater responsibility, thereby enhancing
employees’ sense of accomplishment in the job. By doing so, they will be happier and more
generally satisfied in the job.
Hypothesis 3b, which indicated that transformational leadership would have a negative and
significant relationship with employees’ intentions to quit the job, was supported. More
specifically, the results of the correlation test revealed that transformational leadership was
negatively and strongly associated with intention to quit the job at a significant level (p<
.001). Taking into consideration the path coefficients from SEM findings, transformational
leadership was found to have a negative and strong influence on intention to quit.
The results of this thesis supported the proposition that managers who hold transformational
leadership behaviours are able to diminish followers’ negative feelings (Bass, 1985). This
finding is in line with prior claims that transformational leaders can build emotional
commitment towards goals and missions of work, which allows followers to develop a sense
of pride and belonging to the organisation; this in turn mitigates followers’ desire to quit the
job (Wells & Peachey, 2011). In addition, it should be noted that when employees feel
emotionally committed, they are likely to stay in the job even in difficult situations because
being with such leaders helps them to maintain an element of their identity.
Consistent with Hypothesis 4a, employees’ experiences of meaningful work were shown to
have a significant relationship with employees’ feelings of job satisfaction. The analysis of
results confirmed that employee experiences of meaning in work link strongly with levels of
job satisfaction. The present thesis supported the proposition that the experience of
meaningful work influences several positive employee behaviours and attitudes (Fairlie
2011). One of these feelings is job satisfaction. The finding of this hypothesis is consistent

213

with results of previous studies conducted across different settings (Spreitzer et al., 1997;
Milliman et al., 2003; Gavin & Mason, 2004; Scroggins, 2008; Fairlie, 2011b; Fairlie, 2011a;
Steger et al., 2011).
Hypothesis 4b proposed a direct, negative relationship between employees’ experiences of
meaningful work and employees’ intentions to quit the job. The results showed that a
negative relationship exists between the experience of meaningful work and intention to quit.
Taking into consideration the results of the correlation test, a definite strong and negative
association was found between meaningful work and intention to quit the job. It was also
found using path weights from SEM findings, that the experience of meaningful work has a
strong negative influence on intention to quit.
The present thesis supported the proposition that the experience of meaningful work
influences several positive employee behaviours and attitudes (Fairlie, 2011a). Once again, it
is indicated that, for employees, having a perfect understanding of the nature and
expectations of the task environment, feeling a sense of congruence between their own core
values on the one hand and the job requirements and organisational mission on the other
(Morin, 2009), and having a perfect understanding of how their role contributes to the
purpose of the organisation, enhance employees’ experience of meaningful work. It would be
expected in such an environment, therefore, that an employee will develop positive feelings
about the job and in turn reduce intentions to quit the job. The results of this study with
regard to this hypothesis corroborate findings from other studies (Caudron, 1997; Leiter et
al., 1998; Cartwright & Holmes, 2006; Steger & Dik, 2010; Steger et al., 2011).
Hypothesis 5a suggested that there would be a direct, positive relationship between
employees’ levels of engagement at work and employees’ feelings of job satisfaction.
Consistent with previous research, the result of this hypothesis indicated that feelings of
employee engagement in work were positively related to and predicted job satisfaction (Saks,
2006; Christian et al., 2011; Wefald et al., 2011). Past empirical research found that engaged
employees are more likely than their unengaged counterparts to show personal initiative
(Schaufeli & Bakker, 2004; Wefald et al., 2011) and proactive behaviours (Macey &
Schneider, 2008b). Furthermore, as discussed in Chapter 2 (Section 2.2), engaged employees
have been found to have more positive emotions while working, to experience better health,
and to be more able to create personal and job resources than unengaged employees.
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Together, these factors confirm that engaged employees are a very important source for
influencing bottom line outcomes in organisations.
The present study postulated a negative relationship between employee engagement and
intention to quit the job in Hypothesis 5b. Results of SEM showed that the respective path in
the proposed model is significant. The correlation test revealed a substantial negative
relationship between both variables. Furthermore, using the results of path coefficients
weights, it was evident that employee engagement is able to influence employees’ intention
to quit the job at a significant level (p< .001).
The present study thus further supports the results of previous studies in various settings
(Koyuncu et al., 2006; Shuck et al., 2011). The results of the analyses revealed that employee
engagement at work influences employees to mitigate their intentions to quit the job. The
evidence of a negative association between employee engagement and employees’ intention
to quit the job is consistent with previous research findings (Shuck, 2010; Fairlie, 2011a). In
this thesis, evidence showed that engaged employees are more likely to invest vast amounts
of their effort and energy in their jobs (Schaufeli & Bakker, 2004) and robustly identify with
and become attached to their work (Halbesleben & Wheeler, 2008); therefore engagement
mitigates their desire to leave the job.
The last central aim of this thesis was to extend the previous understanding of
transformational leadership influence by proposing and then exploring a sequential mediation
mechanism of meaningful work that relates to employee engagement in exploring the indirect
relationship between transformational leadership and job satisfaction and intention to quit.
Two hypotheses were postulated in relation to this aim. Hypothesis 6a stated that
transformational leadership would be indirectly related to employees’ job satisfaction through
the mediating influence of employees’ experiences of meaningful work and, in turn,
employees’ engagement at work. Hypothesis 6b stated that transformational leadership would
be indirectly related to employees’ intentions to quit the job through the mediating influence
of employees’ experiences of meaningful work and, in turn, employees’ engagement at work.
As predicted in Chapter 5, the results of SEM and mediation analyses supported Hypothesis
6a and Hypothesis 6b. The outputs of Hypothesis 6a and Hypothesis 6b imply that
transformational leadership influences both job satisfaction and intention to quit the job
directly (as shown in Hypothesis 3a and Hypothesis 3b) as well as indirectly through the
sequential mediating influence of employees’ experiences of meaningful work, which relates
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to employees’ engagement at work. As analysed in Chapter 7, the results support a partial
mediation relationship for meaningful work and employee engagement in both hypotheses.
The results of these hypotheses showed that managers who hold transformational leadership
behaviours were positively related to employee engagement at work and job satisfaction and
intention to quit. As found in Hypothesis 2a, being led by a manager exhibiting the four
transformational leadership style behaviours, followers are more likely to perceive the
workplace as a meaningful place to work, which relates to feelings of engagement (as shown
in Hypothesis 2b and Hypothesis 2c), and subsequently to enhancing positive work related
outcomes (as shown in Hypothesis 5a and Hypothesis 5b). Transformational leaders can
enhance followers’ engagement at work by producing a supportive organisational climate,
stimulating followers’ efforts to be more creative and innovative by questioning old
assumptions and solving problems using fresh perspectives, and by establishing idealistic
visions and persuasive communication. These behaviours will be more likely to create a
meaningful work environment, and consequently feelings of engagement. These feelings
influence job satisfaction and lead to lower intention to leave the job. In addition, through
their ability to interact in the workplace positively, transformational leaders are probably
more able to build higher perceptions of meaning in work (and hence feelings of
engagement). This is achieved by getting to know followers’ weaknesses and helping them to
recognise and diagnose these weaknesses; this reduces followers’ intentions to leave the job
and increases their feelings of job satisfaction. For a further explanation of the nature of these
two hypotheses, refer to Sections 5.2.2.1 and 5.3.3.1.
The results of the analysis of these hypotheses contribute to Bass’ transformational leadership
theory (Bass, 1985) and also extend other theoretical models that proposed additional
mediation hypotheses that were already tested in previous studies (Piccolo & Colquitt, 2006;
Schippers et al., 2011; Walumbwa & Hartnell, 2011), by demonstrating that meaningful work
– in relation to employee engagement – is needed to clarify the relationship between
transformational leadership and two selected job related outcomes.
Section 8.4, outlines in further detail several contributions to the literature that have resulted
from achieving the three aims of this thesis.
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8.4

Contributions to the literature

Given the popularity of employee engagement within organisational behavioural literature,
this study built an empirically supported and evidentially based model that uniquely
integrates transformational leadership, meaningful work, employee engagement, job
satisfaction and intention to quit in answer to calls for a more comprehensive understanding
of antecedents to and consequences of employee engagement (Shuck, 2011; Shuck et al.,
2011; Wefald et al., 2011). Section 8.4.1 emphasises key contributions made by this thesis to
previous academic research. The findings mainly contribute to previous literature by
corroborating and extending prior research in five different ways.
8.4.1 Replication of the relationship between transformational leadership and
employee engagement
This study is among the first to investigate the direct influence of transformational leadership
on employee engagement among a heterogeneous sample in the Australian context. More
importantly, the results demonstrate that managers’ transformational leadership dimensions
increased employee engagement at work among a sample of employees believed to come
from different backgrounds and hold various beliefs. Although some studies have confirmed
the relationship between transformational leadership and employee engagement (Zhu et al.,
2009), this study extended the existing fragmented research in the area of employee
engagement by replicating and empirically testing the nature of this relationship between
transformational leadership and employee engagement in different contexts and cultures. This
thesis addressed Avolio et al.’s (2009) and Bono and Judge’s (2003) concerns in the
transformational leadership literature that studies on the role of transformational leadership in
influencing followers’ positive affective states are limited and that further research was
needed. As employee engagement is defined as a positive, fulfilling, work related state, the
results of this thesis analysing this direct relationship contribute to the relevant literature.
8.4.2 Investigating meaningful work as a hypothesised mediator
This thesis also contributes to the previous academic calls to explore the role of meaningful
work as a linking process between transformational leadership and employee engagement. As
reported in this thesis, supervisors who hold transformational leadership characteristics can
influence employee engagement indirectly through meaningful work. Therefore, this study
has provided support for Sivanathan et al. (2004), Purvanova et al. (2006) and Bass (1985)
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regarding the importance of creating meaning in followers’ work in the influence of
transformational leadership. Although experienced meaning in followers work has already
been empirically linked to employee engagement (e.g., Kahn, 1990; May et al., 2004), to the
best of my knowledge, this is the first study to examine its mediating role of between
transformational leadership employee engagement. These findings contribute to the previous
fragmented research in the area of employee engagement and transformational leadership by
addressing several calls to empirically test the mediating role of meaningful work between
transformational leadership and employee engagement (Bakker et al., 2011a; Serrano &
Reichard, 2011).

Indeed, the present study lends support and extends the theoretical

propositions of Bakker et al. (2011a) by confirming a new area of exploration by providing
empirical support for a compelling proposition that is suggested but has been only tested on a
limited basis to date.
8.4.3 Investigating the sequential mediating mechanism on the transformational
leadership influence
This study has made an important contribution to understanding the underlying mechanism
by which transformational leadership is related to two job related outcomes (job satisfaction
and intention to quit) within leadership theory. This study has provided new insights about
the specific mechanism by which transformational leadership affects employees’ outcomes
by finding that managers who hold transformational leadership dimensions can influence
followers’ outcomes, both directly and indirectly, through a sequential mediation of creating
meaningful work and enhancing employee engagement. Several studies have emphasised the
need to understand the ‘black box’ – the underlying mediating mechanism – through which
transformational leadership influences outcomes (such as Yukl, 1999; Jung & Avolio, 2000;
Piccolo & Colquitt, 2006; Nemanich & Keller, 2007; Schippers et al., 2011). This is the first
study that has empirically tested the unique sequential mediating mechanism, considering the
role of the two mediators: of perceptions toward the job and perceptions of the self (employee
engagement and meaningful work) between transformational leadership and outcomes in an
actual work setting. Transformational leaders are inspiring leaders who are believed to
motivate followers to go beyond their own self for the sake of the group (Burns, 1978; Bass,
1985). Meaningful work has been recognised as a powerful motivator for several employee
outcomes (Fairlie, 2011a), and employee engagement is a source of positive self change
(Schaufeli et al., 2002). This study has extended existing literature by showing that
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transformational leadership has a positive relationship with job satisfaction and a negative
relationship with intention to quit the job. This positive relationship was sequentially and
partially mediated by meaningful work, which is related to employee engagement. Overall,
these findings support Walumbwa and Hartnells’ (2011) proposition regarding the
importance of unfolding complex mediating mechanisms for transformational leadership
effectiveness.
As well as the model contributing to the theoretical proposition of transformational
leadership, the findings of this study have also directed more attention to provide valuable
insights for the employee engagement literature- particularly with regard to understanding the
mediating effect of employee engagement between a set of antecedents and consequences
(Saks, 2006; Macey & Schneider, 2008b; Shuck et al., 2011). Consistent with proposed
hypotheses,

employee

engagement

positively

mediates

the

relationship

between

transformational leadership and job related outcomes (job satisfaction and intention to quit).
Despite its identification as an important factor for achieving work related outcomes (Bakker
& Schaufeli, 2008), research on the role of employee engagement is relatively limited, and
the way that transformational leadership enhances attitudes about work related outcomes
through employee engagement at work has yet to be fully explored. This study has added
value to the employee engagement literature by emphasising previous researchers’ calls to
advance the understanding of this emergent concept in the nomological network by including
further potential antecedents and consequences surrounding employee engagement in the
evidence based model presented (Mauno, Kinnunen, Makikangas & Feldt, 2010; Wefald et
al., 2011 p. 124). These findings also add to employee engagement literature by responding
and extending recent calls of Tims and her colleagues’ (2011) by identifying the mediating
role of employee engagement between a set of variables.
8.4.4 Using an under-explored concept (meaningful work) in the proposed model
The exploration of the relationship between meaningful work and employee engagement, job
satisfaction and intention to quit the job contributes to the research stream on meaningful
work by providing further insight into the substantial effects of experiencing meaningful
work within organisations (Chalofsky, 2003; Steger & Dik, 2009; Steger et al., 2011). As
well as further extending the perspectives of Fairlie (2011a) and Steger and Dik (2010) that
meaningful work has substantial importance in relation to employee outcomes, this study has
provided one of the first demonstrations of empirical support for the role of meaningful work
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with a certain predictor (i.e., transformational leadership) and outcomes (i.e., employee
engagement, general job satisfaction and intention to quit). Specifically, the approach to the
study of meaningful work in this model has contributed to previous calls for more research to
explore the concept of meaningful work and to identify the potential individual and
organisational outcomes achieved when people are oriented to experiencing meaning in work
(Scroggins, 2008; Rosso et al., 2010). Overall, the fact that meaningful work can facilitate
desirable outcomes like employee engagement, job satisfaction and reduced intention to quit
further emphasises the notion that experiencing meaningful work can prove to be an essential
source for pursuing competitive advantage.
In summary, the four key academic contributions of this thesis inform an enhanced
appreciation and understanding of the role of employee engagement among a set of
antecedents and consequences. By highlighting the proposed relationships in the model, this
thesis provides researchers with evidence based results that extend the existing literature to
better explain the place of employee engagement in the nomological network.
8.5

Implications for practice

The findings reported in this thesis have led to the suggestion of three potential practical
implications. These are:
(1)

Conducting training programs to develop and promote a transformational
leadership style;

(2)

Considering employee engagement as an important organisational strategy during
re-designing the work and recruitment; and

(3)

Encouraging managers to enhance meaning in the work environment.

8.5.1 Conducting training programs to develop and promote a transformational
leadership style
The finding that transformational leadership is positively related to meaningful work, which
in turn is related to employee engagement, and consequently to job satisfaction and intention
to quit, has practical implications for those aiming to implement organisational-level
interventions to accelerate change in a work environment. Specifically, the findings of the
direct and indirect effects of transformational leadership raised the important issue of how
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organisations can accelerate positive changes within the organisation by promoting
transformational leadership style. One possible way to achieve this is by conducting suitable
training programs (courses) to develop transformational leadership skills for organisations’
supervisors or managers. Hall et al. (2000) argued that effective transformational leadership
is a process that can be learned through the exertion of conscious effort. Others have often
reported that transformational leadership behaviours can be trained and developed in all
people within an organisation; this approach has been shown to have a positive effect on
followers’ perceptions of managers’ transformational leadership and their rated performance
(Barling, Weber & Kelloway, 1996; Bass, 1999; Kelloway, Barling & Helleur, 2000).
Enhanced personal development and more positive performances have been recorded among
followers whose supervisors received transformational leadership training (Dvir et al., 2002).
One well respected and comprehensive transformational leadership training program used to
build effective transformational leaders in the business world is the ‘Full Range of
Leadership Development’ (FRLD) program developed by Bass and Avolio (1990). This
training program has been delivered in several locations internationally since the early 1990s.
Bass (1999) noted that the delivery of the FRLD training program to executives and
community leaders around the world has showed positive results. A thorough discussion
about how to apply this program has been provided in the work of Bass (1999, p. 15).
It has been suggested that effective and beneficial training programs on transformational
leadership development might begin with an overall evaluation of existing leadership
behaviours held by participants (Barling et al., 1996). This evaluation can be accomplished
using a personality test or by the participant completing a workplace survey about
transformational

leadership

(e.g.,

Multifactor

Leadership

Questionnaire

(MLQ),

Transformational Leadership Inventory (TLI) or Global Transformational Leadership
(GTL)). This procedure is important for determining each participant’s strengths and
weaknesses in transformational leadership behaviours. The feedback from these
transformational leadership questionnaires can help to identify and address aspects that will
have the most significant impact on improving the transformational leadership style of
participants. For example, these transformational leadership training programs may focus on
aspects such as understanding the nature of the organisational climate (e.g., climate of
communication and climate that encourages new ways of thinking), educating participants
about transformational leadership skills, teaching participants about the process of building a
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vision, embracing participants’ confidence in expressing their goals, developing the
communication and feedback skills of participants to enhance harmony with followers, and
developing participants’ ability to initiate and engender positive changes in their followers by
understanding followers’ personal differences.
The findings of this study also highlight the importance of experiencing meaningful work,
especially with respect to affecting follower attributes of employee engagement, job
satisfaction and intention to quit. Thus, it may also be valuable for organisations to provide
formal training to managers on how to design meaningful and purposeful jobs as one element
of a transformational leadership training program. One possible way to improve job design to
create a more meaningful work experience is by training managers to link each job with the
organisational purpose and mission (Purvanova et al., 2006). In addition, when redesigning a
job, organisations might focus on reducing demanding tasks and expanding employees’
opportunities when performing such tasks. Organisations might also redesign a job by
making it more challenging, allowing employees to show greater personal strength through
their work by giving them more chance to be creative, and offering employees more
autonomy and discretion over their job (Taranowski, 2011). Organisations can also alter
employees’ perceptions of their job by focusing on helping employees to build their selfefficacy and self-esteem.
8.5.2 Considering employee engagement as an important organisational strategy
during re-designing the work and recruitment
The finding that there are important work related outcomes from being engaged at work also
informs practical implications for employers. As discussed in Chapter 5, given the job
satisfaction and intention to quit variables are potential indicators for increasing productivity,
organisations that aim to establish effective changes in their organisations should implement
work based programs and other interventions that directly facilitate employee engagement at
work as part of their strategy to redesign the work environment. Top management should
design jobs so that employees feel excited, involved and motivated.
There are several possible approaches for achieving this. For example, it is necessary for
programs concerned with redesigning working conditions to include strong employee
participation, allowing top management to understand the opinions of and communicate with
employees at all levels of organisation. Organisations can achieve this by offering employees
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greater flexibility in their work environment, by opening confidential discussions and by
providing improved communication and more detailed explanations through structured
meetings between top management and employees. Any such discussion should begin with a
clear explanation that employee engagement is considered to be a motivational strategy that
is recognised as essential at all levels of the organisation in order for the organisation to
survive and compete effectively in the market. Further discussion may also be held about
critical employee engagement issues such as individual and organisational factors that can
enhance current levels of employee engagement, and the positive impact of high levels of
employee engagement on profitability in both the short term and long term. The provision of
greater opportunities for career growth and an increased focus on a culture of support and
openness in the design of their leadership programs would also be helpful for organisations
that aim to change workplace relationships to increase productivity and compete effectively
in the working environment.
The strong relationship between employee engagement and intention to quit has important
managerial implications regarding the recruitment process for selecting new employees, and
should prompt employers to consider recruiting staff who are enthusiastic, positive and
exhibit features that make them less likely to experience an intention to leave the job. As
highlighted in Chapter 1, in 2011, 40% of Australian workers were seriously considering
leaving their organisation searching for new jobs in the upcoming year (Mercer, 2011). These
percentages have increased sharply since the study was last conducted in 2003, at which time
the figure was 25%. The significant and strong association between employee engagement
and job satisfaction and intention to quit, as found in this study, provides employers with
initial insights and can inform important interventions in the hiring process that can assist in
reducing these percentages. Recruiting managers can also choose to implement several
managerial practices related to employee engagement when inducting new employees into
the organisation. While such changes may require an adjustment to existing processes, they
can ensure a smoother transition period for the new recruit, which may in turn increase the
possibility of the employee staying employed at the organisation.
8.5.3 Encouraging managers to enhance employees’ experience of meaningful work in
the work environment
As part of an effective human resource management strategy, it is essential for organisations
to manage employees’ experiences of meaningful work, because this has been shown to
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influence employees’ engagement, job satisfaction and intention to leave the organisation.
Organisations should actively encourage and develop managers’ abilities to redesign jobs and
the climate to build enhanced feelings of meaning in work. Managers can take several formal
actions to propose interventions in a way that increases meaningful work. For example, this
could be achieved by conducting self management programs to either improve current
behaviours, or to teach new behaviours, by providing employees with opportunities to
develop their self-awareness, by inciting passion in the job, by helping employees to identify
their skills, by uncovering employees’ work values, by evaluating the environment in which
their values will be met, by empowering employees to participate in the decision, and by
encouraging regular and constant feedback (Caudron, 1997; Fairlie, 2011b). Furthermore,
these formal actions need to take into account the similarities and differences of employees’
meaning in work, and the physical and psychological environment that exists when
developing, creating or re-designing jobs. For example, by having the ability to design work
in a way that aligns organisational goals with employees’ own self interests and to provide
rich resources such as socio-emotional, physical, and economic resources, employees
perceive consistency between the work experience and the self which will enhance self
esteem, and result in more meaningful work.
There is another potential practical implication for organisations from enhancing meaningful
work. Indeed, by shaping meaningful work, managers could have a more positive, albeit
indirect, effect on levels of employee engagement. Organisations can promote greater
experiences of meaningful work among employees by implementing the “job crafting”
concept. Job crafting is defined as “spontaneous changes made by individuals to satisfy their
own, personal needs and not necessarily the needs of the organization” (Lyons, 2008 p. 25).
In other words, job crafting involves the ability to adjust employees’ skills and preferences
with the current job to make it more satisfying, purposeful or meaningful. According to
Wrzesniewski (2003) and Wrzesniewski and Dutton (2001), redesigning the job using the job
crafting approach gives organisations the chance to shape the job in ways that would possibly
change how employees do, or think about, their work which, in turn, positively improve
related outcomes in the organisations. The strength of this approach is that it allows
increasing the control employers have over their own professional life and it also indicates
employers with areas of weakness in the construction of job tasks.
The role of top management, therefore, is to focus on job elements that would possibly
change personal needs of employees and hence perceive their jobs to be more meaningful. A
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suggested process for this change would be as follows. First, top management needs to focus
on the area/s in the job that are weak and needs crafting. These areas might be in the
employee-manager or employee-employee relationships, or in the ways employees perform
the task in organisations. After pointing to the areas that need crafting, the next step is to
assess how crafting influences the working environment. Stockholders such as employees,
clients, managers and leaders need to be considered. Second, top management then starts to
implement job crafting reactions in the workplace. For example, recognizing a clear
description of careers, tasks and roles, encouraging employee responsibility and development
in work by changing the working methods and understanding employees’ needs in the job
may facilitate employees’ feelings about what is meaningful at work. The literature refers to
factors that elevate behaviours of job crafting. Fairlie (2011a) added several exercises
through which job crafting behaviours can be developed such as asking for employees for
ideas on how they could have a larger impact on people within organisations. In addition,
Lyons (2008) found that focusing on job elements such as employees’ self-image,
employees’ perceptions of control and the willingness or readiness to change relates to
increased job crafting behaviours. Third, top management needs to constantly check whether
the job crafting approach actually achieved what it was supposed to achieve. This can be
done by obtaining feedback from employees and their managers/supervisors. If these crafting
processes produced desired positive changes, top management can include this approach as a
possible practice in their job redesigning programs to shape the work to be more meaningful.
Finally, the findings of this study indicate the need to rigorously pursue for effective human
resource management policies to help organisations reduce levels of employee
disengagement in Australia. With the Australian government facing the significant problem
of a high level of employee disengagement, the direct and indirect relationships identified in
this research might provide organisations with better information to evaluate and reduce these
figures. Specifically, the findings of the relationship between meaningful work and employee
engagement identified in the model presented can help organisational managers to understand
the extent to which meaning in work influences Australian employees in relation to
engagement at work. Based on the finding that meaningful work is strongly related to
employee engagement, organisations that aim to reduce figures of disengagement in work can
take actions such as those presented in the preceding paragraph to develop meaning in work
for their employees. Awareness of this relationship offers organisations an improved ability
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to understand the importance of this psychological mechanism for employees, potentially
resulting in enhanced feelings of job satisfaction and lower intentions to quit the job.
In summary, the thesis has contributed to the discussion of antecedents and consequences of
employee engagement by addressing several gaps in previous research.
8.6

Potential limitations

There are several limitations that should be noted when interpreting the results of this study.
First, the acquired responses for endogenous and exogenous variables were generated from
the perceptions of the respondents (i.e., self-report scales). This may raise concerns about the
common method bias for providing answers to some of the scales. Podsakoff and Organ
(1986) claimed that collecting information from a single source may be a limitation because it
can impact on the explanations drawn about the relationship between variables. Although the
procedures designed in this study minimised the opportunities for this source bias limitation
(e.g., CFA test for discriminant validity and goodness of fit indices), it is possible that
employees may have answered in a manner favouring socially desirable behaviours because
they expected negative consequences from their negative responses. Fisher (1993) confirmed
that social desirability in answers to social science questions might lead to misleading
conclusions about the nature of the relationship between variables. Based on this potential
limitation, it would be valuable for future studies to further validate the results of this study
using various methodological approaches to generate answers from multiple sources, such as
from employees and their direct managers simultaneously with a certain interval. By doing
so, the internal validity of the results would be enhanced and the potential for socially
desirable bias would be reduced. This would provide greater depth and a more detailed
analysis of the results of the hypotheses.
Another possible limitation of this study is related to the nature of the data collection (i.e., the
cross-sectional design). The cross-sectional design applied in this study aimed to collect data
about the study variables based on observations made at a single point in time. Although this
design is widely used in organisational behaviour literature, it is important to note that the
cross-sectional study design might limit the ability to draw conclusions about causality with a
high degree of confidence, in comparison to results collected using a longitudinal design.
Future research incorporating the application of SEM analysis within a longitudinal design
would offer further confidence in the results drawn in response to the hypotheses in this study
(Hair et al., 2010). Sekaran (2003) explained that longitudinal design involves replication of
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observations of the same variables over an expected period of time. Thus, for more robust
testing of the causal inferences, it would be valuable for future research to seek to replicate
findings of this study using longitudinal analysis to draw more consistent and validated
interferences about the causal influence of the variables, and to see whether the hypothesised
model presented would be consistent or changing over time.
The use of some of the scales applied to the assessment of variables in this study (i.e., Global
Transformational Leadership (GTL) and Utrecht Work Engagement Scale (UWES-17)) could
result in distorted explanations of the results; this is another methodological limitation that
should be considered. While the use of the Multifactor Leadership Questionnaire (MLQ)
would have been more comprehensive for assessing Bass’ (1985) four dimensions of
transformational leadership, there are high costs associated with the use of the MLQ scale.
Therefore, the GTL scale was used. As discussed in Section 6.6.1, although GTL proved to
be a practical measure of transformational leadership and reported strong convergent validity
and a reasonable length for assessing these four dimensions (Arnold et al., 2007; Nielsen et
al., 2008a; Linsner, 2009), it does not allow for specific analyses of the four dimensions of
transformational leadership on other variables. Greater robustness of the results could be
claimed if this study used the MLQ. Part of the concern regarding this limitation arose
because it was not possible to assess which specific transformational leadership dimension
had the largest or weakest impact on dimensions of employee engagement. Although testing
the specific effect of each dimension of transformational leadership was beyond the aims of
this study, future studies might offer more in-depth results by examining the direct and
specific effect of the four dimensions of transformational leadership using the MLQ on the
three attributes of employee engagement.
Another limitation of this study pertains to the positive wording of all items in the UWES-17.
Even though it has been established that the UWES-17 has good psychometric properties for
assessing employee engagement towards work in different contexts, Bakker (2009) argued
that the phrasing of all items in the same direction “can be seen as problematic since it offers
an alternative explanation for the strong associations of engagement with other positively
worded organizational behavior constructs” (p. 7). The use of different item wording in the
same scale minimises high response bias and acquiescent bias. Furthermore, by including a
mix of both positive and negative items, participants are forced to consider the question and
(hopefully) provide a more meaningful answer, which should lessen these biases. This mix of
positive and negative items exists in GTL, the meaningful work scale, the job satisfaction
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scale and the intention to quit scale. Overall interpretation of the results must consider this
issue.
The generalisability of the findings of this study to other employees who are located in other
countries should be considered. Specifically, issues like the low response rate of the sample,
the different definitions on meaningful work and employee engagement, and the fact that the
majority of the sample is educated and young, might reduce the validity of attempts to
generalise the findings of the study. To minimise this limitation and increase the
generalisability of the findings, a number of proactive steps were taken: the selection of a
heterogeneous sample; the sampling strategy applied in this study (see Section 6.4); and the
use of a professional company to ensure variety in the collected data. It would be interesting
for future studies to test the model of this study using a larger sample that recorded,
represented and analysed more demographic characteristics.
It should also be noted that the demographic characteristics of respondents were not included
as control variables in the model. Previous studies have shown that some of these control
variables exert some influence on variables considered in this study. These influences include
gender in relation to job satisfaction (Clark, 1997) and intention to quit (Riordan, 2000),
gender with transformational leadership (Druskat, 1994) and age with employee engagement
(Avery, Mckay & Wilson, 2007). However, incorporating these demographic variables into
the proposed and tested model was beyond the aims of this study. Furthermore, including
these variables into the model would increase the complexity of the model to a point that it is
likely to include too many unidirectional paths, which in turn might affect the results of
goodness of fit indices. Therefore, it would be interesting for future studies to provide some
comparison between respondents and non-respondents with respect to participants’
demographic characteristics. For example, it would be interesting to know whether responses
differ based on a participant’s industry. Assessing control variables in this model could give
more robustness in the external validation of the results.
Although this thesis has contributed significantly to existing literature as identified above, the
limitations of this study are recognised and they have led to recommendations for future
research. There is a clear need for further studies in this area. In addition to some of the future
research suggestions highlighted in the preceding paragraphs, several recommendations that
are believed to be fruitful for future research are summarised in the next section.
8.7

Recommendations for future research
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The thesis has relied on quantitative research methods using well-developed scales to test the
study model. Although this methodological approach was adequate for achieving the aims of
this study, future researchers are encouraged to apply multi method variance in their studies.
Specifically, it would be beneficial for future studies to consider using a more rigorous
experimental design to cross validate findings of this study. For example, these studies could
qualitatively investigate the perceptions of employees about the variables of this study by
obtaining objective information from interviews with different sources (i.e., employees and
direct managers), or by employing single or multiple case study design. Furthermore, given
the subjective nature of variables of the study, the use of different qualitative methods could
enrich the accuracy of the results of the testable hypotheses and provide stronger inferences
about the cause or relationship between variables as opposed to simply providing a
description. This should minimise the potential limitation of common method bias.
Several other methodological recommendations are offered. Firstly, the findings of this study
were based on a cross-sectional methodological design. Further research could therefore
improve the findings of this study by employing a longitudinal methodology to better
understand whether the relationships found between variables in the proposed model could
change over periods of time (for example, comparing levels of engagement of new employees
with their levels of engagement after a specific period of time). Secondly, future researchers
are encouraged to test the applicability of the proposed model to various samples in other
countries and contexts to provide a better understanding of employee engagement. Also, a
larger sample that includes a variety of participants would allow use of more data analysis
techniques, leading to an enhanced possibility to generalise the findings. Finally, another
methodological recommendation for future research is the use of the MLQ and UWES-9 in
assessing transformational leadership behaviours and employee engagement respectively.
The application of these scales would allow for more specific association between behaviours
of transformational leadership and followers’ levels of engagement at work.
The results of this study showed partial mediation relationships in three hypotheses
(Hypothesis 3, Hypothesis 6a and Hypothesis 6b), indicating the possible existence of other
underlying processes that could play a role in influencing the nature of these relationships.
Future studies, therefore, could focus on identifying other possible moderating or mediating
variables to help further understand the underlying mechanisms that influence the nature of
the direct relationships between study variables. This would also contribute to the
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understanding of the underlying process through which transformational leaders transform
followers’ positive self-concept.
Future research could also focus more on the relationships in the model by clarifying whether
other possible variables influence the relationship between transformational leadership,
meaningful work and employee engagement. Previous research on transformational
leadership suggests that trust in managers (Pillai et al., 1999; Sivanathan et al., 2004),
employee self-efficacy (Pillai & Williams, 2004; Walumbwa et al., 2005a), cultural values
and individual differences (Bass & Riggio, 2006; Zhu et al., 2009) may account for some
variance in transformational leadership influence. Extending on the model, future research
can incorporate these variables as mediators and use them for further exploration of the
underlying mechanism in the transformational leadership-employee engagement link. It
would be also beneficial for future studies to include other variables such as personal
environment fit, cultural and personal difference as moderators between the transformational
leadership-meaningful work-employee engagement links.
Further development of the model using any of these variables should contribute to our
understanding. This understanding can be improved by providing more explanation of the
nature of the relationship between transformational leadership and employee engagement,
and clarifying how positive outcomes can be achieved from employee engagement. This will
provide managers with significant information to develop new strategies and then actively
implement objective measures, with the goal of influencing and then sustaining engagement
levels of employees.
Among other investigations that could be conducted on these conceptual lines is the extent to
which employees trust their managers. For example, future studies could test the process that
underlies the direct relationship between transformational leadership and employees’
experiences of meaningful work. The current study found evidence that transformational
leadership strongly predicts these experiences. Recently though, Rosso et al. (2010) claimed
that either physical or social processes can play a role in the relationship between antecedents
(such as transformational leadership) and the experience of meaningful work. One process
that can be used to refine this relationship is the trust that employees hold for their direct
manager. Trust in the direct manager should particularly play an important role when
evaluating transformational leadership effectiveness (Bass, 1985). This recommendation to
review this variable was based on the BlessingWhite (2008) report that showed that only 28%
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of employees trust their manager. By studying the mediating role of trust between
transformational leadership and meaning in work, researchers can stimulate the future
theoretical literature in the field and develop an additional process that helps in enhancing
levels of employee engagement at work.
With respect to the previous research findings that engaged employees predict several
required job related outcomes, and that disengaged employees enhance negative job and
personal consequences within organisations (Kular et al., 2008), some scholars have argued
that there is another side to engagement – being over engaged in the workplace (Bakker &
Demerouti, 2008; Bakker et al., 2011a). Indeed, Bakker et al. (2011a) asserted that being
over engaged can result in adverse effects for employees’ wellbeing and can lead to health
problems. However, there have been limited empirical studies that have investigated how
these feelings appear, what creates them and the consequences of being over engaged in
work. Future empirical studies, therefore, are required to investigate the possible antecedents
and consequences of being over engaged in work.
As the topic of employee engagement is relatively new and is still developing (Christian et
al., 2011), it would be valuable for future research to provide enhanced rigour in the analysis
of the model in this study by collecting more insights on other under-studied demographic
characteristics. This is important to increase understanding of factors that relate to the
employee engagement construct. Specifically, two areas for further research are suggested.
Firstly, comparison between respondents and non-respondents with respect to the
organisation size or nature of work would be worthwhile. Secondly, due to the rapid
technological changes that appeared in recent decades, it would be also beneficial to explore
how demographic characteristics such as ethnicity, religion, traditions and customs impact on
the findings of the model. This topic would be especially interesting in countries where the
majority of workforce are migrants and come from different backgrounds, religions and
ethnicities.
The current research was conducted in Australia, and hence the results of the present study
should be validated in other countries to provide greater rigour to the findings of the study.
As this research was conducted in a Western multicultural context, it could be worthwhile to
validate the findings of this study by conducting a cross comparative study with similar
multicultural countries that share some similar basic characteristics, such as the United
Kingdom. Considering that the present findings were obtained in a Western multicultural
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context, future studies might also benefit from addressing a number of research components
in non-Western cultures. For instance, new topics for future research might be: (a) Revalidating the dimensionality of UWES-17 and GTL in non-Western cultures; (b) Meaningful
work as a hypothesised mediator between transformational leadership and employee
engagement in a non-Western culture; (c) Do meaningful work, employee engagement and
job satisfaction mediate the relationship between transformational leadership and intention to
quit? A comparison between Australia and a non-Western context; and (d) A comparative
study of employee engagement and job performance between Australia and a non-Western
context: A cross-cultural investigation. These studies would be valuable for confirming and
extending the findings of this study.
Kahn (1990) and Harter et al. (2002) argued that one of the main factors that influences
employee engagement is managers’ leadership style, and findings have supported the strong
direct influence of transformational leadership on employee engagement. It is therefore
imperative for future studies to understand the different influences of other leadership styles
on employee engagement. Other possible leadership styles such as ethical, situational,
transactional and empowering leadership might be considered. A comparative cross-cultural
study is important for two reasons. Firstly, this comparison study would help in
understanding the place of transformational leadership in the nomological network. Secondly,
this suggested comparison study would also help in providing top management with a better
understanding of how to develop training programs for managers to increase levels of
employee engagement.
8.8

Concluding comment

In conclusion, this thesis uniquely synthesised transformational leadership theory, meaningful
work and employee engagement conceptualisations to further build and test the proposed
model, with a specific focus on the possible impact of transformational leadership on job
satisfaction and intention to quit. It also explicated the role of two mediating mechanisms:
meaningful work and employee engagement. The development of this model was initially
motivated by calls in the literature concerning transformational leadership theory (Bass,
1985), employee engagement (Schaufeli et al., 2002) and meaningful work (Scroggins, 2008;
Rosso et al., 2010). The results of data analysis revealed substantial evidence that a
transformational leadership style directly enhances followers’ levels of engagement at work.
This study further enhanced the importance and utility of the relationship between
transformational leadership and employee engagement by highlighting one possible
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mechanism for facilitating this relationship: meaningful work. The direct relationship
between transformational leadership and employee engagement was found to be partially
mediated by employees’ perceptions of meaningful work. These results filled an important
gap in the literature and responded to previous calls by Zhu et al. (2009), Salanova et al.
(2011) and Bakker et al. (2011a) for the need to study the direct relationship between
transformational leadership and employee engagement, and their indirect relationship through
the experience of meaningful work.
In addition, the results of this study have confirmed the relationships in the proposed model.
This model can now be used as a foundation by future researchers to extend the existing
understanding of the variables of this study. Theoretically, one of the major contributions of
this study is to understand how and why transformational leadership influences followers to
go beyond their own expectations (Bass, 1985). Rather than limiting itself to the analysis of
one mechanism, this study has tested a new mechanism based on previous theory and
empirical research. This study has shown how perceptions of features of a job (i.e.,
experiences of meaningful work) and employee engagement at work relates to and mediates
the relationship with work related outcomes (i.e., job satisfaction and intention to quit). The
results related to this study filled an important gap in the literature and responded to previous
calls (Yukl, 1999; Avolio et al., 2009) to further understand the nature of the influence of
transformational leadership.
Analysis of the results of this study indicated that the total indirect effect of both mediators
between transformational leadership and job satisfaction was β = .38. This was composed of
35% indirect effect for meaningful work and 26% indirect effect for employee engagement.
Furthermore, the same tests also revealed that the total indirect effect of both mediators
between transformational leadership and intention to quit the job was β = -.333. This was
composed of 50% specific indirect effect for meaningful work and 18% indirect effect for
employee engagement.
The results and model presented in this study provide several practical outcomes for research,
organisations and managers. Most significantly, it is believed that conducting training
programs to promote transformational leadership behaviours and redesigning jobs to enhance
employee engagement and meaningful work are key activities that can be implemented by
organisations.
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The Role of Meaningful Work and Employee Engagement in Understanding the
Relationship between Transformational Leadership and Work Outcomes: An
Employee perspective.
SECTION ONE: TRANSFORMATIONAL LEADERSHIP

1. My supervisor communicates a clear and positive vision
of the future.
2. My supervisor treats staff as individuals, supports and
encourages their development.
3. My supervisor gives encouragement and recognition to
staff.
4. My supervisor fosters trust, involvement
cooperation among team members.

and

5. My supervisor encourages thinking about problems in
new ways and questions assumptions.
6. My supervisor is clear about his/her values and
practices what he/she preaches.
7. My supervisor instills pride and respect in others and
inspires me by being highly competent.
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Frequently if
not always

Fairly often

Sometimes

Once in a
while

Not at all

The following seven statements are in reference to the individual you consider as your
immediate supervisor, boss or superior at work. Please answer the following questions
and carefully decide how frequently your leader engages in certain behaviour by using
the following rating scale:

SECTION TWO: MEANINGFUL WORK

1. The work I do on this job is very important to me.
2. My job activities are personally meaningful to me.
3. The work I do on this job is worthwhile.
4. My job activities are significant to me.
5. The work I do on this job is significant to me.
6. I feel that the work I do on my job is valuable.
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Strongly
Disagree

Disagree

Neutral

Agree

Strongly
Agree

The following six statements are about how you perceive your work. Please answer the
following questions and carefully decide to what extent you perceive your work as
meaningful. Judge how frequently each statement fits you by using the following rating
scale.

SECTION THREE: WORKPLACE ENGAGEMENT

1.

At my work, I feel bursting with energy.

2.

I find the work that I do full of meaning
and purpose.

3.

Time flies when I'm working.

4.

At my job, I feel strong and vigorous.

5.

I am enthusiastic about my job.

6.

When I am working, I forget everything
else around me.

7.

My job inspires me.

8.

When I get up in the morning, I feel like
going to work.

9.

I feel happy when I am working
intensely.

10. I am proud on the work that I do.
11. I am immersed in my work.
12. I can continue working for very long

periods at a time.
13. To me, my job is challenging.
14. I get carried away when I’m working.
15. At my job, I am very resilient, mentally.
16. It is difficult to detach myself from my

job.
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Always

Very often

Often

Sometimes

Rarely

Almost
never

Never

The following seventeen statements are about how you feel at work. Please read each
statement carefully and decide if you ever feel this way about your work. If you have
never had this feeling, write a ‘0’ (zero) in the space after the statement. If you have had
this feeling, indicate how often you feel it by crossing the number (from 1 to 6) that best
describes how frequently you feel that way.

17. At my work I always persevere, even

when things do not go well.

SECTION FOUR: JOB SATISFACTION

1.

1I feel challenged by my work.
.

2.

2I have good relationships with my co-workers.
.

3.

3I have special skills and talents that enable me to excel
.at my work.

4.

4I have fun at work.
.

5.

5I contribute to society through my work.
.

6.

I get recognised and respect at work.

7.

6My job is a good fit with my abilities and values.
.

Very
Dissatisfied

Slightly
Dissatisfied

Neutral

Slightly
Satisfied

Very
Satisfied

The following seven statements are about how much you are satisfied in your work.
Using the following rating scales, respond to each statement:

SECTION FIVE: INTENTION TO QUIT THE JOB

1. I frequently think of quitting my job
2. I am planning to search for a new job during the next
12 months.
3. If I have my own way, I will be working for this
organization one year from now.
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Strongly
Disagree

Disagree

Neutral

Agree

Strongly
Agree

The following three statements are about how often you think about leaving your job.
Please answer the following questions and carefully decide whether each statement fits
the job you are doing by using the following rating scale:

SECTION SIX: SOCIO-DEMOGRAPHIC VARIABLES
This section presents some socio-demographic variables. Please specify what most suits your
situation by using the following options:


AGE
20- 30 years
31- 40 years
41- 50 years
51- 60 years
61 year or more



GENDER
Male
Female



What is your academic background?
High School or
lower
Cert/Assoc
Diploma
Diploma
Degree
Masters
PhD



How long you have been working in your current job?
Less than 6
months
7 moths – 1 year
2 – 5 years
6 – 10 years
11 – 20 years
266

21 years or more


How many hours do you work in a week?
10 hours or less
11 – 20 hours
21 – 30 hours
31 – 40 hours
41 hours or more
Other (please
type)



In which industry do you work?
Agricultural
Construction
Innovation,
Science &
technology
Mining
Retail
Manufacturing
Service industry
Tourism
Transport
Other (please
specify)



How long you have been working with your current supervisor?
Less than 6
months
7 months – 1 year
2 – 4 years
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5 – 8 years
9 years or more
9 years or more
Other (please
specify)
Thank you for your cooperation
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APPENDIX B: THE ASSUMPTIONS OF VIOLATION FOR TESTING DIRECT AND
INDIRECT INFLUENCES OF THE HYPOTHESES
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Testing the Assumptions of Violation hypotheses testing
Test of Normality: the Shapiro-Wilk (W) test was used. As a rule of thumb, if W test are
statistically non-significant (significant alpha > .05) then the null hypothesis of normal
distribution will be rejected and concluded that there is a normal distribution. This result
indicates that there was no violation of the assumption of normality.
Table B-8-1: Results of Shapiro-Wilk test to assess normality
Shapiro-Wilk
Statistic
.942

df
530

Sig.
.000

Meaningful work

.916

530

.000

Employee engagement

.968

530

.000

Job satisfaction

.927

530

.000

Intention to quit

.946

530

.000

Transformational leadership

Lilliefors Significance Correction
Test of Multicollinearity: In addition to the correlation test presented in Table 7.11, the
Tolerance value (TOL) and Variance inflation factor (VIF) were used to check the
assumption of multicollinearity (see Table B-8-2). As a rule of thumb, there is no assumption
of multicollinearity, if the TOL value is below 0.10 or when the value of VIF is above 10.0.
Table B-8-2: TOL and VIF values of the relationship between transformational
leadership, meaningful work, employee engagement with dependent variables
Collinearity Statistics
Tolerance
VIF
Transformational leadership

.52

1.93

Meaningful work

.35

2.81

Employee engagement

.36

2.81

Dependent Variable: Intention to quit the job and job satisfaction
Test of linearity and homoscedasticity: Both assumptions were evaluated through visual
examination of scatterplots. A visual examination of the bivariate scatterplots showed that the
relationships between the study variables formed relatively straight and linear lines, which
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was indicative of no violations of linearity. For homoscedasticity, the same visual
examination of the bivariate scatterplots showed a general oval shape. This indicated no
violation of the assumption of homoscedasticity. Histogram, scatterplots and normal P-P plot
are conducted for job satisfaction and intention to quit. Specifically, Figure B-8.1, Figure B8.2 and Figure B-8.3 represent the Histogram, scatterplots and normal P-P plots test for
independent variables with job satisfaction. Whereas Figure B-8.4, Figure B-8.5, and Figure B8.6 represents the Histogram, scatterplots and normal P-P plots test for other dependent

variable i.e., intention to quit.

Figure B-8.1: Histogram of independent variables with job satisfaction
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Figure B-8.2: Scatter plots of independent variables with job satisfaction

Figure B-8.3: Results of P-P plots of independent variables with job satisfaction
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Figure B-8.4: Histogram of independent variables with intention to quit the job

Figure B-8.5: Scatter plots of independent variables with intention to quit the job
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Figure B-8.6: Results of P-P plots of independent variables with intention to quit the job
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APPENDIX C: RESULTS FROM SPSS MEDTHREE ANALYSIS RELATED TO
SEQUENTIAL MEDIATING HYPOTHESES
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The command line of MEDTHREE was replaced by two running formulas representing
Hypotheses 6a and 6b. The command line of SPSS MEDTHREE with its components is
presented in Equation C-8-1:

Equation C-8-1: The command line of macro MEDTHREE syntax and its components
MEDTHREE Y = yvar/X = xvar/M1 = m1var/M2 = m2var [/boot = z (1000**)].
Where;
yvar: dependent variable
xvar: independent variable
m1var: first mediating variable
m2var: second mediating variable
boot: the number of bootstrap samples (the default is 1000)
To assess the indirect effects for mediators, both hypotheses 6a and 6b are applied to the
command line presented in Equation C-8-1. Each hypothesis has been run independently
because the SPSS MEDTHREE syntax merely assesses one dependent variable at a time. The
detailed processes for replacing the command line of MEDTHREE with the variables in both
hypotheses are presented in Equation C-8-2 and Equation C-8-3.The formulas are presented
in both matrixes below.

Equation C-8-2: Application of the formula for the dependent variables job satisfaction
MEDTHREE y = JS / x = TL /m1 = MW / m2 = EE / boot = 5000
Where:
y: job satisfaction
x: transformational leadership
m1: meaningful work
m2: employee engagement
boot: 5000
Equation C-8-3: Application of the formula for the dependent variables intention to quit
MEDTHREE y = ITQ / x = TL /m1 = MW / m2 = EE / boot = 5000
Where:
y: intention to quit the job
x: transformational leadership
m1: meaningful work
m2: employee engagement
boot: 5000
The outputs from both formulas above are presented in detail in Table C-8-3 and Table C-84.
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Table C-8-3: Overall estimates for specific and total indirect effects of meaningful work
and employee engagement between transformational leadership and job satisfaction
Run MATRIX procedure:
VARIABLES
Y
X
M1
M2

IN MEDIATION MODEL
Job Satisfaction (JS)
Transformational leadership (TL)
Meaningful Work (MW)
Employee Engagement (EE)

DESCRIPTIVES STATISTICS AND PEARSON CORRELATIONS
Mean
SD
ITQ
TL
MW
EE
ITQ
2.56
1.1
1.00
-.63
-.64
-.63
TL
3.43
1.1
-.63
1.0
.65
.65
MW
3.78
.95
-.64
.65
1.00
.78
EE
3.77
1.2
-.63
.65
.78
1.00
SAMPLE SIZE
530
Model Path Estimates
Coeff
a1
:
.5660
a2
:
.2812
a3
:
.7944
b1
:
-.3021
b2
:
-.2211
c
:
-.6579
c'
:
-.3253

SE
.0284
.0384
.0444
.0626
.0484
.0355
.0448

t
19.9139
7.3231
17.8775
-4.8295
-4.5699
-18.5305
-7.2663

p
.0000
.0000
.0000
.0000
.0000
.0000
.0000

Indirect Effects (with bootstrap 95%CI and standard errors)
Effect
LL95%CI
UL95%CI
BootSE
Total :
-.3326
-.4093
-.2649
.0368
M1
:
-.1710
-.2509
-.0950
.0389
M2
:
-.0622
-.1030
-.0288
.0190
M1&M2 :
-.0994
-.1528
-.0512
.0259
-------------------- NOTES --------------------Number of Bootstrap Samples:
5000
------ END MATRIX -----
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Table C-8-4: Overall results for specific and total indirect effects of meaningful work
and employee engagement between transformational leadership and intention to quit
Run MATRIX procedure:
VARIABLES
Y
X
M1
M2

IN MEDIATION MODEL
Intention to Quit (ITQ)
Transformational leadership (TL)
Meaningful Work (MW)
Employee Engagement (EE)

DESCRIPTIVES STATISTICS AND PEARSON CORRELATIONS
Mean
SD
ITQ
TL
MW
EE
ITQ
2.56
1.1
1.00
-.63
-.64
-.63
TL
3.43
1.1
-.63
1.0
.65
.65
MW
3.78
.95
-.64
.65
1.00
.78
EE
3.77
1.2
-.63
.65
.78
1.00
SAMPLE SIZE
530
Model Path Estimates
Coeff
a1
:
.5660
a2
:
.2812
a3
:
.7944
b1
:
-.3021
b2
:
-.2211
c
:
-.6579
c'
:
-.3253

SE
.0284
.0384
.0444
.0626
.0484
.0355
.0448

t
19.9139
7.3231
17.8775
-4.8295
-4.5699
-18.5305
-7.2663

p
.0000
.0000
.0000
.0000
.0000
.0000
.0000

Indirect Effects (with bootstrap 95%CI and standard errors)
Effect
LL95%CI
UL95%CI
BootSE
Total :
-.3326
-.4093
-.2649
.0368
M1
:
-.1710
-.2509
-.0950
.0389
M2
:
-.0622
-.1030
-.0288
.0190
M1&M2 :
-.0994
-.1528
-.0512
.0259
-------------------- NOTES --------------------Number of Bootstrap Samples:
5000
------ END MATRIX -----
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Table C-8-5: Scale scores and their prosperities
Mean

Std.
Error of
Mean

Median

Mode

Std.
Deviation

Variance Range

Transformational
leadership

3.43

.046

3.71

4

1.09

1.19

4

Meaningful work

3.77

.041

4

4

.94

.895

4

Work engagement

3.76

.053

3.83

5

1.22

1.49

5.67

Job satisfaction

3.74

.039

4

4

.89

.80

4

Intention to quit

2.59

.050

2.33

1

1.15

1.32

4
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